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CRESAP, MCCORMICK and PAGET

NEW YORK-CHICAGQ

Management Tngineers

342 MADISON AVENUE, NEW YORK 17, N. Y.
MURRAY HILL 7-5450

May 15, 1952

Hon. Carlisle H. Humelsine

Deputy Under Secretary - Administration
Department of State

Washingtoun, D. C.

My dear Mr. Humelsine:

We have completed and transmit herewith Volume I which comprises s summary report
of our findings in connection with "The Administration of Intelligence in the
Department of State.” The authority for the study was Purchase Order DIC R 168297
negotiated on November 13, 1951 with the Massachusetts Institute of Technology,
‘Center for Interpational Studies, under the terms of its contract No. SCC 14123
with you. Prior to the final preparation of the accompanying document, its con-
tents were reviewed with officials of your office, of the R Area of the Department,
and of the M.I.T., Center for Internmational Studies.

We are pleased to report that we heve found in the Department a vigorous Intelll-
gence organlzation whose services, both to the Department and to the Intelligence
community at large, have been progressively strengthened during the past seven
years. It has been our objective to search out opportunities for contributing to
continued progress in this regard. To this end, a fivefold program of improve-
ments hag been developed centering around:

Improvementé in consumer relatiomns
Improvements. in the utilization of research analysts
Improvements in plamning and control

Simplification of primcipal work operations.
Refinements in the organization structure

Supplementing this summary report is Volume II, "Reference and Installation
Manual," which provides the detail required to act upon the suggestions offered.

It has been an honor to serve the Department in an area of such high importance
to our foreign relations and national welfare. We will be pleased to discuss
this report further with interested officials and to reunder additional consulting
services to the Department.

Very truly yours,

MWWMF@

CRESAP, McCORMICK and PAGET
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FORMAT OF THE REPORT

This report of survey has been prepared in two volumes to facilitate 1ts
reading and use by the total audience to which it may be of interest:

VOLUME | - Is a Summary Report consisting of a concise out-
line of principal findings and of "recommendations in
vrineiple.” This format has been chosen to permit rapid
reading or seanning by those whose interest is with the
general content and the %otal scope of the study. Its
purpose is thus to provide quiek berspective ratber than
details of organizstion end procedure. :

VOLUME Il -~ Is a Reference ami Installation Mamal designed
for more intensive study and reference by those who will
have direct responsibility for installation action, It
18 30 constructed that each of its 20 chepters is a self-
contained unit which can be separately diatribtuted to
those whose interest centsrs in one or a few subjects,
rather than in the whole body of recommendations.
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CONTENTS OF VOLUME |
Page No.
INTRODUCTION . . . . . . . . . . e 1
PART ONE—FINDINGS AND DISCUSSION:
A. CONSUMER REACTION ANALYSIS . . .. .. ... 1
B. PRODUCER (ANALYST) ANALYSIS . . . ... . ....... .~ 15
C. ADMINISTRATOR ANALYSIS . . . . . .. .. .. .. A
PART TWO—PROGRAMS -OF IMPROVEMENT:
A. TO IMPROVE CONSUMER RELATIONS . . . . ... .. ... .. k]|
B. TO IMPROVE UTILIZATION OF THE ANALYST . . . . . . U ||
C. TO STRENGTHEN PLANNING AND CONTROL . . . . . . . . .. 1
D. TO SIMPLIFY PRINCIPAL WORK OPERATIONS. . . . . . . . .. 53
E. TO PERFECT THE ORGANIZATION STRUCTURE . . . . . . . .. 63

PART THREE—SUMMARY OF RECOMMENDATIONS AND PLAN OF
ACTION . . . . .. . PR 69

(SEE LAST PAGE FOR CONTENTS OF VOLUME II)
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'QUESTIONS SUGGESTED BY NSC DIRECTIVES

STATE’S RESPONSIBILITY FOR LEADERSHIP AND COORDINATION
WITHIN THE INTELLIGENCE COMMUNITY IN THE FIELDS OF
_ ITS DOMINANT INTEREST :

One direetive provides that steps be taken to minimize independent intelligence pro-
duction by any agency in the fields of dominant interest assigned to another. It
further provides thast egencles exchange information and plans. In the case of one
field of intelligence, the agency of dominant interest is given explicit responsi-
bilities to ' :
- Review requirements, facilities and arrangemenis.
= Insure that full knowledge and talent is applied.
- Evaluate pertinence, extent, quality of data and develop ways of im-
proving.
- Conduct common service rsasearch to supplement production of other
agencles end £ill requests of IAC. ’

Question: Does State Department have any of the above responsibilities in its fields
of dominant interest? If 86, should it teke more sctive steps to exer-
cise coordinetion and provide leadership, especially in view of the 1951
transfer of responsibilitiea from CIA?

THE EXTENT TO WHICH STATE DEPARTMENT RECEIVES OR
SHOULD SEEK LEADERSHIP iND GUIDANCE FROM THE
CENTRAL INTELLIGENCE AGENCY.

The Director of Central Intelligence is charged by one directive with responsibil-
ity for developing comprehensive objectives to guide the collection and production
of Netional Intelligence. He is also charged with the conduct of such surveys and
inspections of Departmental intelligence materisls as he deems necessary to advise
the NSC and make recommendations for the coordination of intelligence activities.

Question: Is such leadership and guidance provided in sufficient degree? Should
the Department seek more guidance with particular emphasis upon assess-
ing the adequacy of produection in relation to Departmental and National
needs? Is the ocurrent balance betwesn Basic Intelligence production om
the one hand and Current Staff Intelligence on the othsr hand, optimum?

THE EXTENT TO WHICH R RECEIVES OR SHOULD SEEK GUIDANCE
AND SUPPORT FROM WITHIN THE DEPARTMENT ITSELF

One directive specifies that Departmenfal Intelligence is that nseded by a Depart-.
ment, and the subordinate units thereof, to execute its mission and discharge its
lawful responsibilities. Current Intelligence is defined as that of immediate in-
terest and value to operating and polisy staffs. Staff Intelligence is to bé pro-
duced as each department shall require.

Question: Is R alone responsible for determining what is "of interest and value" to
operating and poliey officers? If not, should more satisfactory means of
securing such guidanoce be sought? Should steps be taken to secure more
active consideration By top policy levels of the adeguacy of R's staffing
and facilities in relation %o departmental nseds for current and staff in~
telligence? :
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HOW DO R EXECUTIVES SPEND THEIR TIME?

18€ 19% a9 245
Working with ERITTHITH R, 777 iRk a R a AR e
Suberdinates (ADnoTHal)
Special Assistant for Intelligence
Budget and
Personnsl
7
7 piisne
Reading, Revi
@ sading, m;g" Deputy Spscial Assistant
L (AbmoTmal) o ecadisa=s ‘
Director, Executive Staff
22% 148 358 31{ 40k 21% 19% 20%

Dirsctor. Ofi"icemgf Libraries
and Intelligence Acquisition

Director Office ot
Intelligence Research

CR Staffs

2 L 378 a1 1 3% 2%
i 77777

OIR Division Chiefs OLI Division Chiefs
18 108 388 ne DISTRIBUTION OF TIME OF DIVISION CHIERS
AT Division Percent of Tima Davoted to Following
Deputy Division Chiefs Sivordimtes | Dhsetand | Conferomces | Resdice, Review
DRA . 428 12% 34% 124
204 of ot - DRF ( Yager) 20 7 55 18
Bz anniinm DRS 40 8 20 32
Branch Chiefs DRW 8 19 46 27
DRI 23 21 ' 27 29
IAD 20 14 46 20
BI 26 13 a7 24
IR 28 . 10 32 30
{Data on DRN not awveilable)
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INTRODUCTION

o THE CHALLENGE

& THE SIX PRINCIPAL COMPONENTS OF ADMINISTRATION
 PROJECT RESEARCH FROM FOUR DISTINCT VIEWPOINTS
» THE POINT OF DEPARTURE FOR THIS STUDY
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THE CHALLENGE

George S. Pattes in hia ™The Future Of Amerioan Secret Intelligence” observes:

"The administration of intelligence has besn backward partly because
the administration of ressarch is generally backward, In spite of
shining exemples to ihe contrary, there are sxtraordinarily many of
those who ars engaged in researoh, and sven of itbose who direct it,
who ocannot sse the task as a series of definite operations., This
book . . . takes the opposite visw; that research processes are by
nature as susceptidle to the arts of mansgement as any other human

motivity. If this is not so there is little remson to ponder the
subject, for nothing can.be donme to improve it.”

WHAT DOES THE TERM “ADMINISTRATION" ENCOMPASS IN
THIS FIELD OF INTELLIGENCE?
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SIX PRINCIPAL COMPONENTS OF ADMINISTRATION
IN THE FIELD OF INTELLIGENCE

The first eight weeks (Dec. 3 - Jan. 28) were devoted to extensive inter-
views throughout the R Area (112 individuals) to identify the ma jor tagks
of those who administer the functions. These tasks may he broadly classi-
fied in six categories:

1. MEASUREMENT OF DEMAND AND USE

Menagement must devise and apply techniques of (1) identifying the extent
of current demand for and use of intelligence products and services,

(2) securing reactions as to the quality and timeliness of the products,
and (3) seeking information as to how the entire range of intelligence
services can be made more useful. It can be argued that the commnication
of intelligence is as important as its production.

2. PROGRAM PLANNING AND CONTROL

The direction and content of the research progrem must be governed by same
form of advance planning if the organization is to anticipate needs and
respond adequately to valid demands, Likewise, the tempo of research and
production must be stimuleted by the application of realistic schedules.

3. ACQUISITION OF DATA REQUIRED FOR INTELLIGENCE
RESEARCH

To assure the inflow of regular snd special data required for intelligence
‘Tesearch, means mst be developed to assess the coverage being obtained,
and steps taken to improve the quality and quantity of reporting, as well
a8 to exploit all fruitful sources.

4. PREPARATION OF THE FINISHED PRODUCT

The analyst corps, representing the most valuable asset of the Intelligence
Organization, must be provided the enviromment and the stimali which will

* produce a susteined rate of high quality performence. The physical product
mist be so presented and packaged a8 to secure maximum recognition and
readership by the target audience.

5. SUPPORTING SERVICES

To facilitate the work of the substantive producers of Intelligence, manage-
ment must establish and operate supporting services concerned with (1) the
receipt and distribution of raw materials, (2) the reproduction and dissemi-
netion of finished products, (3) the procurement and administration of per-
sonnel and funds, (4) the furnishing of physical facilities (space, equip-
ment, supplies, ste.).

6. ORGANIZATION AND STAFFING

Finally, the distribution of euthority and respohsibility mast be such as to
assure maxrimm use of the skills of edministrators, analysts and support
- personnel working as a team.

Approved For Release 2001/09/05 : CIA-RDP81S00991R000100260001-4
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PROJECT RESEARCH FROM FOUR DISTINCT VIEWPOINTS

Following identification of the camponents werreniing examination, inten-
sive "project ressarch™ was conducted. For eight weeks R was observed
through four pairs of eyes:

FIRST, THROUGH THE EYES OF R's ADMINISTRATORS

1.

3.

Systematio information was obtailned by personal contasct with 77 supervisory
officlals, reprasenting all segments of R, with regard to: Internal organ-
ization, staffing, budget, worklecad, proosdures, physical facilities, prin-
oipal problems.

"On the job" analyses of &8 superviscrs wsrs ssoured through the msdium of
a daily diary maintained by each supsrvisor for a periocd of five conssscutive
days.

A detailed understanding of research worklcad was obdtained in four bdbranches;
end e acheme of planning and scheduling rssearch tasks was tested in ocollab-
‘oration with these branoh chisfs.

SECOND, THROUGH THE EYES OF R's PRODUCERS—
THE ANALYSTS

Observation intarviews were held with 49 analysts. Of this group, 24 were
selected in cooperation with division chiefs for an extenied discussion (4 hours
avsrege) during whioh 47 questions wers reviswsd on a frank, off-the-record dasis:

= Who he is, how he was seleoted = How hs works
= What he does - What obstacles he finds
- What his expectations are for the future.

In addition, six analysts kept a five-day log of activities.

THIRD, THROUGH THE EYES OF R's CUSTOMERS

Originally rather 1limited sampling of consumer Teaction was planned. Initial
bureau contacts revealed that this approach would be unproductive due to extrems
variations in the understanding and use of R's servicas. An extensive coverage
was Pinally obtained through 224 interviews covering:

- What services are used {oral, written; spot, in depth)

How services are procured {formally, informally; dirsetly, indirectly)
Evaluation of ssrvices received (timeliness, quality, readability)
Probable future use of R's services and conditions conducive to full use,

In mddition to Bureau interviews, 26 officials wers contacted 1in other top
asctivities, and visits were made to CIA, A-2, G-2, ONI, PSB, and Bureau of Budget.

FOURTH, THROUGH OUR OWN TECHNIQUES OF ANALYSIS

Facts and opinions of others have served to focus our attention on many aspscts of
organization, procedures and facilities, Particular attention has been given in
these analysss to {1) acquisition procedures, {2} documsnt processing both in QIR
and BI, {3) report format and prssentation, {4) effective utilization of executive
time and skills, and {5) weys of_improving physical factors, ﬁast reports and
R/ES files have been invaluable./
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457 INDIVIDUALS INTERVIEWED DURING SURVEY

OTHER AGENCIES CONCERNED

Department of State e o om 5
G-2--6 PSBemmmm——————- 2
A=-2-=1 Budget Bureau--4
I
THE R AREA OTHER TOP ACTIVITIES
Supervisors----------- 77 Ammmoommmmmm e 16
Professional Staff----49 oo 1
Administrative Staff--58 S ;
Total-mw————————— O f Pom - ————-
ore 22 8/8~——-mcmmmmm - 3
Total 26
THE BUREADS
Buresu | Number By Type
—ASst. Secy.| otaff | Office Dir. Desks
ARA 23 1 5 3 14
E 18 1l 4 5 8
EOR 40 - o] 4 31
FE 28 1 6 4 17
GER 12 1 3 3 ]
ITA 34 1 6 - 27
NEA 36 1l 7 5 23
P 10 2 2 2 4
TCA 8 - 2 2 4
UNA 15 - o] 4 [-)
Total 224 8 45 32 139
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POINT OF DEPARTURE FOR THIS STUDY

To the layman considsring the sibject for the first time, the intelligence
funotion iz the State Department presexts an appearance of oomplexity and
virtually unlinited pcope. Under its obarter from the KSO amd the Depart-
ment, the R Area is called upon to render services ranging from simple
fact servicing, through the procurement of raw data and the provision of
1ibrarial services, $o the highast intellectusl ast of intelligenoe eati-
mting, within its assigned rislds. Tims, at any given time its audiense
Bay vary from a Desk Offioer who requires a singls doocumsnt or am amswer
%0 a single speoifie question, to a major estimate of inportaidoes to the
entire Intelligence Copmunity., Its products are ia yart .specifically re-
quested, in pert suggested by general questions reised, and im part self-
initiated. Its tempo and rate of work vary from deily deedlines and spot
briefings to long-range studies for which months can amd should be allowed,

This extreme range of servioces and oconditions af service leads imevitadly
to two questions:

OCan the mission of the intelligence funstion {n the Department bde
80 recisely defined &s to provide oriteria which san de readily
8Pplied 12 judging the adeguacy and sppropristensss of funoctions
pexrformed?

= Can menagsment be assured through such oriteria that the size and
composition of the Inteliigence Organization is directly related
to known and demonstrated nseds?

It is the comolusion of thie inquiry that an attempt to define all-inelusive
oriteris, (at least et this point in ths evolution of the intelligenos func-
tion in the Depertment) would result in artificial conespts incapable of
meaningful application by the areas of mansgement directly concernsd; namely,
the producers, the consumers and ithose responsible for persomnsl ceilings and
hdot Justifiocations. It has besn concluded, however, that ell of these
interests can de satisfied by the application of sound principles of adminis-
tration which will sudject the intelligence program, anmd every part of the
am, to systematic self-assessment and inspastion on a contiming basis,
in arder to evaluate the extent to whish it meets the basic tests of valid-
ity, nsed, demand and use. It is thus a minsipal objective of this study to
identify the vehicles and techniques through which this can be accamplished.
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PART ONE

A—THE CONSUMER REACTION ANALYSIS

METHOD OF STUDY

Personal interviews ,' using prepared questionnaire, solieiting answers
as follows:

e Is R Used?

e Ts R Useful?
e Is R's Setting In State Department Organization Asocertable?

.o Can OIR Be of Greater 3ervice?

COVERAGE AND VALIDITY

1.

All Buresus covered plus the Fifth Floor lLevel (6, G, S/P, 8/3).

Total of 175 recordable interviews reaching 224 individuals.

. All Bureau Offices with exeeption of Motion Picture end Educa-

tional Exchange.

All levels from Assistent Sesretary to Desk, most heavily on
latter.

While substantial cross-section riew has been obtained, coverage
is not known to be ma well-balanced sample.
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IS R USED?

DIRECT WORKING RELATIONSHIPS WITH OIR - 7197 SAY “YES”

HIGHEST LOWEST
Yes - 714
_ Ares % Direot Are l
\ & h'reg;lar 008 . £ Dix
)  + 1 UNA 84
& REA 98 TCA 57’
¥o - 29% om 86 (72 P 56
Regular rz 85 Irreg.) ) 4 53
e Fifth Floor 83 KR (Iess EX) 52
Ik 7 48
OIR SERVICES USED—749, USE ONE OR MORE
HIGHEST LOWEsT
Yes - 74%
N & Spot Infor. ATen % Using ATea % Using
\\ B:o:ima) 3 100% o 71%
Discuseson Fifth Tloor 1 P 67
80
Wrme  | % X (s w8
Studies b4 85 T 53
(1/2 Usa) URA 82 TCA 43
PRODUCTS REGULARLY RECEIVED AND USED- 859, RECEIVE ONE OR MORE
TYFE OF FRODUCT | PERCENT RECEIVING - USING HIGHEST LOWEST
Reports R P
(IR and Serial) esf Area Uf;;ag's Area Deing T's
Estimat ,

(NIZ - 3% :’Ix) MR 2% = 89% ARA 61%
BirTent 43 L E €0
mono  |INMNIIE 5% | s ER (Less z) 52

Biographis 73 Fifth Fi

g i s | M i Tifh Floor 50
44
HIS lmmm 1% A 69 (Balf mot TGA e
RESEARCH PROJECTS NOW IN PROCESS KNOWN ABOUT - 469, ONE OR MORE
HIGHEST LOWEST
Area  Percent Enowing of Area  Peroent Knowing of
1 or More AN 1 o:; Mors
35
i 100% Fifth Floor 34
FEA 71 XUR (lsss EE) 32
5 3 69 om 28
] 53 TCA 28
A 27
P 22
ITA 15

Conclusion: R is well knows and widely used either formally or informally.
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IS R USEFUL?
OIR PRODUCTS

(Unaccounted for Percents Rerresent "No Corment™ Cases)
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BUREAU

TIMELINESS

QALITY

READABILITY

Unfavorabls

Favorable

Unfavorable

Pavorable

Unfavorable

Favorable

Fifth Floor

Gaocgraphie Buresus

x
g
i
—~
3
o
b
3
& |
Total

TIMELINESS - Principal complaint of OIR ug=rs.

QALITY - Predominance of favorable comment.

READABILITY - Comment almost completsly on favorable side,

but mach lower response obtained.
With regard to specific products the lowest mumber of
favorable responses was rsceived on DIC's and IB's.
BIOGRAFHIC FRODUCTS AND SERVICES LIBRARY PRODUCTS AND SERVICES
X . . No Use or No
Unfavorable I‘gvorablo Nocg:n:e;: Ko Un:t_'avorable Favorable OCQm:mnt
;65
48%
25%
5%
.

1., BI - The Biographic Division is both widely used and praised at all levels
Unfavorable comments mainly in scattered areas
where reporting is difficult.

2.

in Regional Bureaus.

is appreciated.

IR - The library has lesas opportunity to atiract attention.
culation service is the most frequent complaint.

Speed of cir-
The Accession List
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IS R'S SETTING IN STATE DEPARTMENT ORGANIZATION ACCEPTABLE?

ONLY ONE DUT OF FIVE ADVOCATE DECENTRALIZATION

DECENTRALTZE | CENTRALIZE FO POSITION REPLIES BY BUREAD
(Russell Flan) |  (Present) Burean Decentralize| Cenmtralize |No Position
Fifth Floor -4 100% -%

Ty 0 %6 “

-3 a ] L! ) i 4t

s § ZUR {Lass XE} 40 16 44

¥p [ T} 54 27

i o - 57 e

NEA 17 37 18

59% 41% x ) 80 14

a s I - 25 7

20% P g P - 28 78

" E N - 72 )

i ===

it | ’ Total £0 39 41

479 DO NOT WORK WITH THE “INTELLIGENCE ADVISER"

Iittle o>
None

o

1008
i Direoct Use

Total Sth Floor ARA

AND ONLY ONE IN THREE CONSIDER PRESENT RELATIONSHIPS WITH R ADEQUATE

Inadequate -
Should Improve

il
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OBSERVATIONS

AN INTEGRATED INTELLIGENCE RESEARCH ORGANIZATION IN
THE STATE DEPARTMENT IS A THOROUGHLY ESTABLISHED
CONCEPT IN THE EYES OF THE BUREAUS

Some vestige of the original desire to disperse R among the Bureaus remains in the Geo-
graphioc Bureaus, but this desire is strong primarily in HUR (less EE), and to a leaser

extent in EE and ARA. 3Right principal reasons are cited by the Pureeus in favor of the
present integrated form:

(1) More economical - regular steff in R (6) Beat means of meeting Department's IAC
too small to disperae, responsibilities,
(2) Preserves objectivity and independence. (7) Much of R's work mst be self-
(3) Secretary should have direct access to initiated.
intelligence aim. (8) Use of R is a matter of personal re-
(4) Avoids pressures of operations. lationships, not organization. Bureau
(5) Functional Bureaus would be deprived of might not provide proper supervision.
service.

FIVE OF EIGHT INTELLIGENCE ADVISERS OR LIAISON OFFICERS
ARE CURRENTLY NOT VERY ACTIVE, AND THREE BUREAUS
LACK SUCH SERVICE

Bureau or Area Activity of the TA Comments
Fifth Floor Dally -~ Armstrong, Scammon Almost complete satisfaction found
ARA 50% of time, substantive Strong coordination of relations
R (including EE) 10% of time, non-subatantive Half of Bureau officers do not use
FE 904 of time, substantive 73% of Bureau officers use
GER Five inocumbents im 27 months Considered additional duty
NEA No present incumbent Desks work direct
B 5-10%, non-substantive 53% work direct
IIA Provided through CPI Does not meet need in New York
P On another assigmment at pressnt Has provided liaison
TCA No incumbent Need not clearly developed
1.8 15% of time,.substantive - 91% work direct

DISSATISFACTION WITH R RELATIONSHIPS EXISTS WHERE
LIAISON IS WEAKEST

1. - 60% of those outside of EE feel that better organized relationships are desir-
able. EE already enjoys such relationships with IRS,

2. GER - 57% express tho same fesling as those in MR,

3; E - 60% desire closer working relationships - a fesling which was expressed at all

' levels in Bureau.

4. TIIA - 72% feel the need for better current relations - especially pronounced in IBS,
m. .
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CAN OIR BE OF GREATER SERVICE?

76% Bxpress the View That OIR's Services Should Be More Useful or

More Extensively Used by the Buresus.

In Summary, the Following:

Department of State

s 7Y Tea - OIR can be of
groatar sarvive

ms o - Prassnt level of servies
- is miisfastory

P74 4% %o - Yot interestsd or
o comment

Regional Bursaus

3% s

Fifth Floor

This area considers itself
well sarved by Armstrong,
Hows, Scaamon. S/P is
hesviest usar. Others more
Sslaotive Dased upon vareful
soreening in 3/8. Mors var-
bel commnication. Only re-
grot of this level im that
mors uss is not mede in
Bursaus.

Funetional Pureaus

7% 58 178 sas 128

ARA
This appears io be an smarging 1. XX mraises servios on USSH
relationship. Oreatsst acoep- tut nesds moTe slp on
tanoe exists in 03A. But ip- Satsllite Countries.
tarest has been awakansid in . Y3, EA, BN\ complain of
MID by rsoent estimste. RA is isolation which militates
most nsgative st this tixa. Agninst Froper servics.
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142 COMMENTS WERE MADE REGARDING WAYS
IN WHICH OIR SERVICES CAN BE MORE USEFUL

389 (54) ADVOCATE CLOSER WORKING RELATIONSHIPS

The most frequently mentioned need is a "cemenbting of relationships"™ to the end

that OIR ammlysts gain "first-hand contact with and understanding of Desk opera-
tions,” and that the Desks be placed in a position to "stimulate more studies.™

This step 18 given highest priority by ARA, BUR (less EE), GER, ITA, P and UNA.

It is considered of minor importance by the Fifty Floor, EE, NEA and TCA.

219 (38) FEEL THAT OIR STAFFING SHOULD BE IMPROVED

OIR is considered "overworked and understaffed™ by EE and NEA, and to a lesser
extent by ARA, FE, E, IUR (the latter complains particularly of the 1nroads of
NIS). Other Bureaus rate staffing second to improved relationships.

It is of interest that one or more officers in four Bureaus state that due to
unsvailability of OIR service it is necessary for them to perform scme of their
own research (ARA, IUR, FE, E).

159 (21) STRESS SPEEDIER OR MORE TIMELY SERVICE

Only EE, Fifth Floor and P £ind present service fast enough to meet their needs
consistently, based upon comments received. In other Bureaus--particularly ARA,
EUR, B and IIA--speed is considered a requisite of improved use., Several advo-
cate spending less time in "finishing up" drafts.

20% (29) SUGGEST OTHER SERVICE FACTORS

A large variety of comments is represented here. IIA is particularly concerned
with distribution and declassification problems. IUR, GER and E are concerned
thet a ™more helpful attitude" by displayed. All are concerned that proper atten-
tion be given their requests and several suggest a formal advance planning and
schedullng procedure.
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CONCLUSIONS OF CONSUMER ANALYSIS

R i8 well known and widely used, either formally or informally.

Timeliness is the primecipal camplaint of OIR users. Quality and readability
receive predominantly favorable camment, But Current Intelligence Products
(DIC's and IB's) find the least favor.

BI producis are widely used and praised at all levels in the ‘Regional Bureaus.
Unfavorable comments rsceived fram those areas where reporting is difficult.

The Lidbrary ia not widely known and used since it hes less opportunity to
attract attention. Speed of circulation service is prinecipal compleint heard,

An integrated Intelligence Reasarch Crgenization is a thoroughly established
concept in the eyss of the Bureaus.

Five of eight Intelligence Advissrs and Liaison Officers are currently not
vory active, and three Bureasus lack such service (TCA, NEA, TIA),

Dissatisfaction with R relationships exists where liaison with ths Buresus
1s weakest: HIR (less EE), GER, E, IIA.

76% of Bureau officials believe that OIR can be of greater service. Ths con-
ditions of greater service are:

- Closer working relationships

- Improved staffing in Tesearch divisions

- Speedier or mors timely service

-~ More helpful attitude

- Better planning and scheduling; proper attention to requests.

The most oritiocal problems are found in two Regional Buresus—-
XUR (less ER) and GXR--and in the Functional Bureaus generally.,
Most satisfactory conditions prevail with S/P, NRA and ¥E, EE.
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PART ONE

B—THE PRODUCER (ANALYST) ANALYSIS

METHOD OF STUDY

Four~hour interviews with selected analysts built around five ques-
tions:

Who he i3 and how he was selected
What he does

How he works

What obstaclss he finds

What his expectations are

COVERAGE AND VALIDITY

Approximetely 5% of total analyst employment interviewed. Inter-
viewees selected to provide full rerresentation by program, dis-
cipline, grade, etc.

Program Discipline Grade Other Factors
Regular - 12 Political Science - 16 GsS-13 - 8 Male - 19
NIS -~ 6 Economics - 5 GS-12 - 6 Famale - b
IIA - 3 Sociology - 1 G9-11 ~ 6 Ph.D. - 4
TCA - 1 GS-9 -6 Maaters - 10
BI - 2 GS-7 -2 Bachelors - 10

The sampling is considered reasonably representative of analysts,
their opinions and attitudes. ’
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CONFIDENTIAL - Security Information



18

O0NFID

ENTIAL - Seourit on
Approved For Release 2001/09/05 : CIA

Iaf t
T RDP31900991R000100260001-4

i
RDP81S00

THE ANALYST—WHO HE IS

R oan be proud of the corps of professional talent it has assembled.
Our study of the "sample™ reveals that:

HE IS WELL PREPARED FOR HIS TASKS

Blucation - 16% Doctor's Degres, 42% Master's Degrse, 42% Bachelor's Degree.
language Ability -~ 25% read 3 or more - 48% read 2 or more,

Outside Study - 50% are now sngaged in ocutside atudy.

Experience - 5} yeoars in R. 50% transferred from other Intelligence Activi-

ties.

HE RESPECTS THE HIGH IMPORTANCE OF HIS TASKS

In response to the question: "What are the Qualifications of the Perfectly
Qualified Analyst?®

First - Eduocation and experisnce in the area and disciplins.
Second - Ability to writs quickly, olearly, conoissly,

Third - Objectivity, intellectual honesty, perspsctive,

Fourth - Cooperative personality and ability to work with peopls.
Fifth - Enthusiasm; drive; interest in job, area and subject.
Sixth - Successful ressarch expsrience; knowledge of techniques,

Even with this background, B4% feel that further training is desirable.

HE HAS A GENUINE, LONG-TERM INTEREST IN HIS WORK

1. As evidenced by hie fesling of job satisfaction:
- None engaged in personal criticisms or petiy camplaints.
- Willingness to work "as many hours as the jod requires.”
- Favorable fesling about pramotional opportunity - 754 think good.

2. As evidenced by his career interest:
- 54% intspnd to stay in R. } Two out of three evince

- 12% intend to stay in intelligence work. } am oareer interest.

- 12% are interested in an operating responsibility in State Department.
- 6% want to teash or writs.

- 14% have othar interests.
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WHAT HE DOES—HOW HE WORKS
Based upon & Study of 22 Analysis
HIS TASK IS DIVERSIFIED AND HIS WORKLOAD IS HEAVY‘ - ‘ Zquivalent Mas
Tesks ' PERCENT OF TIME DEVOTED, Hours Per Week
s .
10 20 . 30 40 50 60 70 80 20 NIS | Regular
Written .
Products 23.7 | 15.8
oral '
Products 0.9 4.3
Background 6.8 12.8
Study
Reviewing Work 6.2 3.5
of Others 44
|
Administration [inzsigg, .
and Other : 6.0%05 2.4 3.6
40.0  40.0

Only 39.5% of the time of the Regular Analyst is available for written products -

about 16 hours per week. On an everage ea
requiring 138 hours to complete, thus the

ch analyst has 3.5 projects in process
average "backlog" per analyat is nine

calendar weeks of work. Question: can other time be reduced?

ALMOST HALF OF THE “PRODUCTION TIME" IS DEVOTED- TO PREPARATION AND FINISHING STEPS
: HOURS DEVOTED BACH WERK TO -

Research' Planning Search for

Date bpalysis and Composition Official ®iting

Thus only 8 hours per week are available for analysis and composition of

written products. Question: can the analyst be relieved of any part of

the remaining steps?

HE 1S FREQUENTLY INTERRUPTED

CASE HISTORY OF A POLITICAL ANALYST (DRF)
Average No. of starts per week for five analysts was 41.

Dispersion of Time by Day by Task

Number| Average

Background
Study ? C%’

Tasgks 4 of | Mimtea
‘Feb, 6 Feb. 7 Feb., 8 Fob. 11 Feb, 12 Starts|Per Start,

Tt | 20D® | ® @ D@ @D @ s epars)”

e (A TR fise NSRS N[ T -

g1y
|

N\ &
& \gw .

Reviewing Work 0 0
of Others

Administration é) ‘ @5
and Other © ' 7 29

. ; 50
Qeskiomt o o8 Par RIS 356 5005  CIA-RDP81500991R000100260001-4

48 min.
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THE ANALYST POSES FOUR GOALS
FOR IMPROVEMENT OF HIS WORK

FIRST—GREATER FREEDOM TO DO HIS JOB WELL

Greatest emphaais is placed upon the following ateps:

A. FEWER INTERRUPTIONS
Ten analysts commentsd on werious aspects of this problem:

"Too much time required to rsad daily take,”

"Interruptions hamper produsction. . .and priority changes,"

"Reducs diffusion of +ime."

"Relieve of administrative work."

"Secure propsr allocation of anslyst's times to important tasks."

"Relisve of intsrference from currsnt intelligenmce work requirement,.”
Two out of three analysts state that current intelligence inter-
feres with basic resasarch.

B. MORE ASSISTANCE ON ROUTINE TASKS

Righteen of ths 24 analysts aited oprortunities for relsese of thsir time
for more productive duties. One sstimated that 25%, and another that 40%,
of his time could bs conserved:

7 feel that portions of NIS work oould ba farmed out to uncleared per-
sonnel -- 3 would like a ressarch assistant for data ssarching, reading
and marking for files —-- 4 would like assistance in reading, marking,
clipping or abstracting the foresign press -- ¢ want more clsrical
support "to keep files current”, perform Proofreading, prepare photo-
graphs -- With regard to services 29% say typing inadequate, 35% =ay
rerroduction inadequate, 40% say routing and follow-up of serials
inadequate, 32% say IR eervices inadequate.

C. BETTER PLANNING AND SUPERVISION
Ten amalysts cite organizational obstacles to better parformanes;

"R organization as s whols meeds a olear Plcturs of funoctions and re-
sponsibilities, mow spread too thin — Stop split allegiamse te OPY

end Branch Chief — Supervisor should provide more guidance, especially
when project is fattisted {3 state 2o ons reviews rrojest prier to
acoeptande and 4 redeive mo help on cutlizs) -- Now too mamy sebelons
of supervision -~ Use more team work, mutual bhslp and sxchange of fdeas
within R organization.
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THE ANALYST POSES FOUR GOALS
FOR IMPROVEMENT OF HIS WORK

SECOND—MORE KNOWLEDGE OF THE USERS AND USES OF R PRODUCTS

| WHAT PERCENT OF PRODUCTS MAKE THE FOLLOWING CONTRIBUTIONS

Tmportant Direct |Subsidiary but Real| Some, Little or
Do Not EKnow

PRODUCTS

29%

1
Il e

Lack of real knowledge of end use is the factor having most adverse effect
on morale of Regular and NIS Analysts. This problem is perhaps aggravated
by fact that many anslysts lack regular formal contacts with the Bureaus.
Only five ettend Bureau meetings, and most contacts are said to be by tele-
phone. Seven were strong in bellef that R's work suffered from "Insula-
tion." Two-thirds said they had no contact with Intelligence Adviser, and
the remasinder reported contacts wery occasional, mainly in connection with
clearance matters. 61% believe Bureaus get better deta than R, or get data
quicker. '

THIRD—MORE ADEQUATE TRAINING AND ORIENTATION

- 86% consider field trips important to proper performancs.
- 54% recommend formml training, including top-level orientation, seminars
on relationships problems, seminars on research methods, training in
writing techniques.
16 of 21 analysts guestioned admitted no use of the Analysts' Mamial
(one had not seen).
The role of R/ES, ERS and PCS is neither understood nor apprecisted:
None have contact with R/ES, Oue never heard of.
9 of 21 reported no contact with FRS. None considered fruitful data
or research source.
7 of 15 reported no contact with PCS. Relationships termed insignifi-
cant.
- Most consider performance rating inadequate as a recognition of perfor-
mance.

FOURTH—BETTER FACILITIES

Half of the anaelysts feel thet space conditions militate against proper per-
formance. One out of four stated that less noise and more privacy would
contribute to increased output. OFf 21 expressing opinions on dictating
equipment,

Six would definitely like such equipment.

Five others fell dictating machines might prove beneficial.

REGULAR

NIS

BIOGRAPHIC

|
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CONCLUSIONS OF THE ANALYST ANALYSIS

1. R HAS AN ENVIABLE CORPS OF PROFESSIONAL TALENT

s Well prepared by education and sxperience
s Possessed of ldealism regerding the importames of the tasks
e Possessed of genuine, long-term interest in the work of R.

2. THE WORKLOAD OF THE ANALYST IS DIVERSIFIED AND HEAVY

The average analyst studied has only eight hours per week available
for the highest productive step of analysis and composition of written
products. His backlog of project work is approximately nine weeks.

3. THE PRODUCTION OF THE ANALYST IS FURTHER REDUCED

by the numerous interruptions to which he is exposed, Five analysts
studied for one week experienced an average of 41 interruptions during
this period. (It is believed that this condition contributes heavily
to the dielike of ocurrent intelligence work, which constitutes an ad-
ditional source of 1nterruptions.§

4, ANALYSTS PROPOSE SEVERAL STEPS

for the improvement of their productivity and effectiveneas:

4, Fewer interruptions

B¢ More assistance on routine tasks

C. More knowledge of the users and uses of R products

D« Better work planning and supsrvision

E. More edequate training and orientation

F. Better faoilitles, providing less noise and more privacy

Approved For Release 2001/09/05 : CIA-RDP81S00991R000100260001-4
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PART ONE

C—THE ADMINISTRATOR ANALYSIS

FIVE QUESTIONS EXAMINED

What Is the State Department Role in the Intelligence Community?
How Do R's Executives Spend Their Time?
What Types Of Controls Are Applied%

Is the Organization So Constructed as to Secure Effective Use of
Executive Time and Skills?

_ METHOD AND COVERAGE OF STUDY

1'

Study of NSC Directives, and interviews with 17 officials of IAC
agencies, plus 4 officilals of Buresu of Budget.

Interviews with all R administrators* from the Special Assistant
to branch chief level.

Daily diaries for five comsecutive days from 68 R administrators,

Discussions with key edministrative personnél of the Department,
including Deputy Assistant Secretary, AAMS, DB, DP, (S,

* Bxeluding SPS and two Intelligence Staff Officers

whose work was not covered by the survey.
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STATE DEPARTMENT'S ROLE IN THE INTELLIGENCE COMMUNITY

In order to avoid restrictions on the use of this report which would result from
& higher classification of its contents, dirsct quotations from NSC Directives
have been deleted. It should bs noted, however, that the directives as a body,
and related dslegations, among other things

A. Define Stete Department's fislds of dominant f{nterest: Political,
Qultural, Sociological., {Intelligence in Economic, Scientific, Tech-
nological fields to be developed "as neaded.”)

B. Trensfer to State Departmsnt (January 1951) functions formerly performed
by the CIA in the fields of Political, Sociological and Cultural re-
search, including responsibility for intslliigence in support of Psycho-
logical Programs.

C. Describe the responsibilities of the Department's intelligence arm as
1. The provision of Basic, Current and Staff intelligence neaded by
ths Department to execute its mission and discharge its lawful
responsibilities.
2. The contribution of reports, estimates, briefs or summaries &s
requested by propsr authority in connection with the Govermment's
program of National Intelligence.

D. Charge the Dirsctor of Central Intelligence with the conduct of surveys
and inspections of Departmental intslligence materials.

A 8study of these directives, supplsmentsd by conversations with several key execu-

tives in the Intelligence Commuinity, leaves partly unanswerad a mumber of basic
questions.
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QUESTIONS SUGGESTED BY NSC DIRECTIVES

STATE'S RESPONSIBILITY FOR LEADERSHIP AND COORDINATION
WITHIN THE INTELLIGENCE COMMUNITY IN THE FIELDS OF
ITS DOMINANT INTEREST

One directive provides that steps be taken to minimize independent intelligence pro-
duction by any agency in the fields of dominant interest assigned to another. It
further provides that agencies exchange information and plans. In the case of one
field of intelligence, the agency of dominant interest is given expliecit responsi-
bilities to

- Review requirements, facilities and arrangements.
Insure that full knowledge and talent is applied.
Evaluate pertinence, extent, quality of data and develop ways of im~
proving.
Conduct common service research to supplement production of other
agencies and 111 requests of IAC.

‘Question: Does State Department have any of the above responsibilities in-its fields
of dominant interest? If so, should it take more sctive steps to exer-
cise coordination and provide leadership, especially in view of the 1951
transfer of responsibilities from CIA?

THE EXTENT TO WHICH STATE DEPARTMENT RECEIVES OR
SHOULD SEEK LEADERSHIP AND GUIDANCE FROM THE
CENTRAL INTELLIGENCE AGENCY

The Director of Central Imtelligence is charged by one directive with responsibil-
ity for developing comprehensive objectives to guide the collection and production
of National Intelligence. He 1s also charged with the conduct of such surveys and
inspections of Departmentel intelligence materials as he deems necessary to advise
the NSC and make recommendations for the coordination of intelligence activities.

Question: Is such leadership and guidance provided in sufficient degree? Should
the Depariment seek more guldance with particuler emphasis upon assess-
ing the adequacy of production in relation to Departmental and National
needs? Is the current balance between Basic Intelligence production on
the one hand and Current Staff Intelligence on the other hand, optimum?

THE EXTENT TO WHICH R RECEIVES OR SHOULD SEEK GUIDANCE
AND SUPPORT FROM WITHIN THE DEPARTMENT ITSELF

One directive specifies that Departmental Intelligence is that nseded by a Depart-.
ment, and the subordinate units thereof, to execute its mission and discharze its
lawful responsibilities. Current Intelligence is defined as thet of immediate in~
terest and value to operating and poliey staffs. Staff Intelligence is to be pro-
duced as each department shall require.

operating and policy officers? If not, should more satisfactory means of
securing such guidance be sought? Should steps be taken to secure more
active consideration by top policy levels of the adequacy of R's staffing
and facilities in relation to departmental needs for current and staff in~
telligence?

Qnestion: Is R alone responsible for determining what is "of interest and value" to
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HOW DO R EXECUTIVES SPEND THEIR TIME?

Bl 19 9% L
xg;ﬁ with iy o - e T ‘
nates {Abnormal)
Speciel Assistant for Intelligence
Budget and
Personnsl
] oaeiies S s 124
i s
Reading, Revi
@ eadtng, Reviex Deputy Special Assistant
| — {AbroTmal)
Director, Executive Staff
35 ] 14% a35% 3% 408 218 19% 20%

HH il niiiiilil
Diractor 0ffice of
Intslligence Research

7777 i ‘

CIR Staffs Desputy Director
3% -3 25% 124
A TR EE

OLI Division Chiefs

DISTRIBUTION OF TIME OF DIVISION CHIEFS

Percent of Time Devoted to Following
Division Working with Budget and Conferances Reading, Review
Subordinates Parsonnal and Meotings and Writing
DRA 42% 12% 34% 12%
DRF (Yager) 20 7 55 18
g A ] DRS 40 8 20 32
Branch Chiefs DRW 8 19 46 a7
DFI 23 21 27 29
IAD 20 14 46 20
BI 26 13 37 24
IR 28 10 32 30
{Data on DRN not available)
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OBSERVATIONS

The data reported are based upon one cycle of five days, occurring in most oases
during the last half of February, 1952. While not necegsarily representative,
the following may be significant:

FIRST—TWO-THIRDS OF THE TIME OF R EXECUTIVES IS DEVOTED
TO DUTIES OTHER THAN THE IMMEDIATE SUPERVISION OF
SUBORDINATES .
The majority of the time reporfed was spent in meetings, conferences, readisg, soview-
ing and writing. On an average, R executives apent this five-day period as follows:

- 1-2/3 days in conferences and meetings. .
(A total of 484 conferences other than Tegular meetings were held by 35 executives.)

- 1-2/3 days reading, reviewing, writing.

- 1-2/3 days on administrative matters {one day working directly with subordinates).

SECOND-—THE TOP TWO EXECUTIVES OF R APPEAR TO HAVE
LIMITED TIME IN WHICH TO WORK WITH OFFICE EXECUTIVES
AND R/ES, EXCLUSIVE OF TWO REGULAR STAFF MEETINGS

The Special Assistent's diary revealed a total of 22 contacts with R Executives, but
17 of these were with staff persomnel in his immediate office. At the Office Level
therc; was one conference with the Director of OIR, and two meetings with the Director
of R/E3. :

The Deputy Special Assistant's disry revealed 37 individual contacts with R execu-
tives. All but eight were with personnel in the Fromt Office., Of the eight, two were
with R/ES, three with OLI and four with OIR.

THIRD-OIR DIVISION CHIEFS VARY WIDELY IN THE TIME
AVAILABLE FOR OR DEVOTED TO DIRECT SUPERVISION OF
SUBORDINATES :

No. of Contacts by No. of GS-7 Contacts Mimtes
Division Chief and Deputy Mimtea Spent and Above Per Person Per Person
TRA 42 1,740 £2 1.9 76.0
DRS 49 1,420 853 0.9 26.8
DRF 48 1,020 60 0.8 17.0
DFI 18 _ 535 34 T 0.5 15,7
DRW 22 540 65 0.3 8.3

The percentage spread in time devoted per person was 850% between the highest and
lowest divisions.

FOURTH—OIR BRANCH CHIEFS SPEND HALF OF THEIR TOTAL
TIME IN READING, REVIEWING, AND WRITING, REFLECTING
THE SUBSTANTIVE DEMANDS UPON FIRST-LINE SUPERVISION
It is striking to note that ths time devoted to the product itself increases markedly
at the point of immediate supervision:

of Times to Written Produet
Director of OIR 31 :

OIR Division Chiefs _ 25%
OIR Deputy Division Chiefs ‘ 34%
OIR Branch Chiefs 50%

While this expenditure of time 1s directly related to "Quality Contrel," it eells siten-
tion to the importance of adequate "administrative"™ asasistenoce at the division level.
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FOUR TEST QUESTIONS CONCERNING CONTROLS

TEST OBSERVATIONS
QUESTIONS
STREHGTHS POSSIBLE WEAKHESSES

1. Estimates and major studies - The Program Guide | 1. Since IX's and NIE's reprecent tut a segment of
for 1982 mets a gensral pattsrn "to guids OIR Rsgular Program hours, a sudatantial part of
in its spproach to major intelligsnce prodlems the ressarch program lacks central or coordi-
suck as ganerally treated in IE‘s, NIZ's and natsd guidance.

HOW 1S THE major intalligence rsports of interest to the 8. Consumer Reaction studiss indicate that prinm-
E3." Rsinforcing this Ouids will be & semi- oipal sources of major program guidance ars

RESEARCH ammal program review with eachk division ohief. IAC, R's channsl to the Top lsvel including S/P.

PROGRAM 2. Sapport Programs - The NIS has bssn The viewa of the Assistant Secretary Lavel rap-

PLANNED? carefully outlined by ths CIA *Standard Instruc- resant a rather untapped source since Intelli-
tions™ end ths actions of ths KIS Committes. geuce Adviserz do oot function effectively ir
IIA support 18 coordimated by a staff under ths this respect, with exceptions. Intra-Bureau
CPI, Study is now bsing given to TCA support guidance is spotiy for same redson., CIA is moat
by OIR. active of IAC Agsncies.

3, Division and bdranch chiefs do a minimum of re-
corded planning. This limits plasning for mc-
quisition.

1. Regular Program - Division and dransh shisfe 1. It is felt by some OIR customers ard zome ana-
devote substantisl effort to the raviewing lysts that division-branch review is overdons
of products prior to complstion, and appear in relation to nsed.
to achisve a supsrior degrse of oontrol. Ths £, COuatomar reaction with respect to quality and
B3 provides similar excellsnt control of ssti- utility is not systematically canvassed. This

HOW IS mates and papers of intsrast to the X0. again is believed to reflect a wsakness in the
PRODUCT 2, Support Programs - NIS sections are subjssted Intelligsnce Adviser program., Tha evaluation
QUALITY to approximately six raviews, including the procedurs in ¥R appsars mechenical and results
CONTROLLED? branch, division, QIR coordinmator and the CIA. are of questionabls utility.
A high degres of perfsotion is sought. Ths
CPI performs limited quality coordination.

3., Current Intalligencs 15 ocontrollsd by FCS.

1. Regular Program - 30 papsre are thoroughly 1. Regular Program Projsots other than estimstes,
scheduled and successfully policed. Divisions serials apd Clyrent Intelligence are not sub-
tsnd to give top priority to thess projscts. jected to consis'tént or realistiec scheduling.
Serial products ars given contipuing attention. The Work Jacket 1s given only token attention,
Current Intelligencs is activsly (though less and FCS lacks the basis of opsrating an effec-

HOW IS intsnsivaly) coordinatad by FCS. Soheduled tive comtrol. Division and branch chiefs are
THE TIMING brisfings sre faithfully mst. BI products ars beset by 80 many problems that "non-substantive
AND SPEED uniforuly on tims. control” is neglected. Those who try are un-

OF WORK 2. Support Programs - NIS is the most selaborately doubtedly discouraged by ths inexact nature of
CONTROLLED? scheduled of R projscts, and progress ia such controls. The Intelligence Advissrs lsnd

’ thoroughly documantsd by ssction and stage. 1little asgiatance here.
CPI maintains prograss review of IIA projects. 2. NI3 suffers from above problems, plus ataffing.

1. Regular Program - As citsd above, adsquate con- | 1. Due to the abssnca of complste planning and
*rol tschniques appear to exist with respsct to control, the basis for sccurate analysis of
major projscts., Other progrem items are re- performance by managemesnt is lacking, OIR d1iv-
ported in bi-weskly and monthly reports. R/IS ision projeot atatus reports vary widely in
compiles s detailed summary monthly for manags- frequency and content (bi-weekly to quarterly).

HOW IS ment in the Program Reporting Book. 2. Most msetings and reports appear infomsational
MANAGEMENT 2. Support Progrems - A system of mestings ani re- rather than action-getting in charscter. It is
INFORMED ports kesps a sharp focus on the status of NIS. noted that recent R/ES atudy questions the Bi-

OF GAPS AND 3. Mattera of gensral intersst ars additionally Weekly Report of Special Activities and the
reported to management through ths system of Monthly Report to R. The Divisional Staff Meet-

FAILURES? staff mestings beld at Division, Offioe and R ing appsars in need of stronger dsvelommsnt.

levels. 3. The Program Reporting Book (a $20,000 produc-
tion) is now being recast to improve usefulnsss,

Approved For Release 2001/09/05 : CIA-RDP81S00991R000100260001-4

CONFIDENTIAL - Seeurity Information



CONFIDENTIAL - Security Information
Approved For Release 2001/09/05 : CIA-RDP81S00991R000100260001-4

'EVIDENCES OF THE NEED FOR STRONGER AND MORE ACCURATE
CONTROLS OVER THE TIMING AND SPEED OF PRODUCTION

_~ ANALYSIS OF WORK IN PROCESS (REGULAR PROGRAM)

. PERFORMANCE IN RELATION TO
SCHEDULED DELIVERY DATE

PERFORMANCE IN REIATION TO:
ESTIMATED MAN HOURS

KNOWLEDGE OF FROJECT STATUS

158 Projects Recorded in IDR
January 1958

Behind
Schedule !
55%  Schedule
"Indefinite"
41%
Not Yet

In'Frocess:  U°
10.5 Mos.

4%

Average of 53 Frojects Reviewed
with Divisions in February 1952

On an average
9.6 mos, had
elapsed since
first estimate

560 Man Hours

.186 Man Hours

Original Estimate.
Pres

‘Total Open Projects

'127 Open Projects Reviewed
with Divisiona in;February 19852

127

‘Status Known.
| (1) Completion-date
i (2) Man hour
i estimate

53, (42%)

PRODUCTION- RECORD UNDER NIS PROGRAM (MONTHLY OUTPUT OF SECTIONS)

FISCAL YEAR 1950

FISGAL YEAR 1951

PISCAL YEAR 1952 (9 Moa.)

% Authorized Staff - 74%

% Authorized Staff - 75%

4 Anthorized Staff - 82,5%

A e L e i T e T s | Average Monthly Commitment 1951 Average Monthiy Commaitment 1952 ]

-~ Average Monthly Commitment 1950 : ; ]
oo F Produced 36.5% of 288 Produced 68% of 216 Produced 41.5% of 171 ]
‘ E i7 bessssesssesesssesssernsensneseessesesened g...“.....;
15 | .

I\S

(11

10 I
:_6,\_677
5 7

4 V
- 3
u 1

. . ) |-|_- ..I.l Il
J A S ON DJ F M A

1 | I N S TN T N N N E——
¥ T T A 80 NDGUJ F M. A

DIFFERENCES IN DEPLOYMENT OF ANALYST CAPACITY

FUNCTION PERCENT OF MAN HOURS ALLOCATED IN FOUR SELECTED BRAM‘JHES*
Northeast Asia l African lNorth‘and‘We'st Europe ]DRS‘_Foreignli’olitical

NIE's and IE's- 13 B« ERw e
Intelligence Reports 19 50 .27 '
Serial Reports’ Ee : Bs
Special Papers h2 "7
Brisfings B B
Current Intelligence P9 o

Spot Imgquiry’ _ E’v E4
Reading, Other Intakef: XY
Administration HEE]

* The above study is based upon a six-month projection of "Regular Program"
effort developed in collaboration with the Branch Chiefs concerned.
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IS THE ORGANIZATION PROPERLY CONSTRUCTED?

The R Area 18 fortumate in having a young and vigorous top managemsnt team, whole-
heartedly devoted to its tasks. This great strength compensates for the many
natural diffioulties encountsred in administering functions of suoh complexity.
Three principal mattsrs warrant attention:

FIRST—-THE TOP MANAGEMENT STRUCTURE IS LOOSELY KNIT

A, Dus to the extreme demands upon their time, the top executives lack the oppor-
tunity to exsroiss oloss direction over the O0ffice Direotors.

B. The Director of R/ES is, as a result, attempting to fill pert of this adminis-
trative gap but from the position of a stalf - not a line - officer.

C. The Director of OIR is seriously overburdened, and mst choose the strongest
vohicle of program management available to him - the EG.

D. The Director of OLI has a more manageabls task, and mors tims in whioch to di-
rect the funotions assigned to him.

SECOND- -MOST TOP MANAGEMENT FUNCTIONS CAN MAKE A
BROADER OR MORE EFFECTIVE CONTRIBUTION

The following warrant partioular consideration:

(1) The Speoiel Assistant's O0ffice {6) The NIS Coordinator
(2) The Director, R/ES aml Staff {(7) The CPI

(3) The Director, OIR {8} The ERS

(4) The Direetor, OLI (9) The PCS

(5) The EG

In addition ths role of each diviaion ¢an be strengthsnad in one or more respects.

THIRD—-STRONGER ORGANIZATION WILL IMPROVE THE UTILI-
ZATION OF EXECUTIVE SKILLS

Our obaervations bhawe been sufficiently olose to permit evaluation of the utiliza-
tion of 40 principal sxscutives. All ars rated "averags™ or above in professional
qualifications and performanos--an mnususl record., However, 13 do not appesar effec-
tively utilized, dus to ome of following resasons;

- Batter suited to brosder substantive partiocipation: 4
- Qualitied for more responsible management role: 9

This finding will guids ocur suggsstions regarding future organizational refinements.
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A SYMBOLIC DIAGRAM TQ VISUALIZE PROBLEM ASPECTS OF ORGANIZATION
(Based upon Interviews and Observations)

Deputy

Special Assistant - Intelligence GS-17

Special Assistant GS-15

Direct and Continuous
emmeass Managemsnt Control.

Spasmodic Menagement Control
- e e 0T I2cking Full Authority.

{The existence of GS-15 grades at
four organization levels is an
indication of the mumber of posi-
tions of top responsibility and
the "ceiling" problem.)

Director OIR GS-15
Deputy Director OIR GS-15

b------------

Director, Exetutive Staff
G3-15

- D MED D GED EED TR AR ------*

Director OLI GS~15

L& __J --—-—---—-‘

]
]
L X 71 1 J L1 1 _J DD D L ’—--—------.---—--J
NIS CPI Other Current 1
™ coordinator Staffs Intelligence |
, {
' 65-15 H 1 i
' o Three
o | !
' l Estimates Group = '
i i |
| | | i
| l |
|- |
i ! ' |
| I I I
i 1 |
| [ i o
| = i |
{ i i
| = 0 [
! i ] !
| i IR Divisions I i OLI Divisions
| ' Six Chiefs GS-i5 Two Subordinates GS-15 ] ' (IAD GS-15)
I | ,
i I ! "
I H 1 )
: NIs IIA Administrative cI = Administrative NIS
. Cocrdinator Coordinator officer Coordinator H Ofticer Coordinator
! A
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PRINCIPAL OBSERVATIONS ON PRESENT ORGANIZATION STRUCTURE

[ "o Memssment fumctions whose contritition to R's
progrem can be broadened or made more effective. (R) SPECIAL ASSISTANT - INTSLLIGENCE
As rincipal “product” of the organization, the Special Assistant's time
Figures at top of each box are total mmber of posttions of all types. R roten 1n S ol

is heavily investe: in external relations both in the Department and the
JAC. Due to the impurtance of protecting this participetion, the Deputy
Special Assistent mist be prepared to serve as an alter ego.

17

(R/ES) DIRECTOR, EXECUTIVE STAFF

The steff performs admirably in the executive fields of
‘budget, personnel and general office services. Its
ability to contribute more broedly to progrem and produc-
tion menagement is limited by staff status to top execu-
tives Who are able to devote minimum time to internal
management. Analyst staff is relatively junior.

475

238

(OIR) DIRECTOR, OFFICE OF INTELLIGENCE RESEARCH (OLI) DIRECTOR, OFFICE OF LIERARIES AND INTELLIGENCE ACQISITION

1. Supervisory burden.appears too complex, comprising full responsi-
bility for the substentive program, as well es administration of
two-thirds of R's force. Fourteen components directly responsible
to the Director, most of a producing character.

2. Lacks immediate administrative officer support.

Two principal questions are posed:! (1) OLI as a group of funotions
1s not coordinate in stature with OIR, being more in the nature of
& supporting service. BI actually more akin to OIR than OLI.

(2) The executive demands Tesiding here may not fully utilize the
substantive skills of executives assigned.

B 1 NIS 16 CPI 6 IS 6+ § Pos 18 2 1 GE 4
ESTIMATES NIS COORDINATOR EXTERNAL PRODUCTION SPECIAL ASSISTANT | | SPEC.ASST.CENTRAL GEOGRAPEER
GROUP COORDINATOR PSYCH. INTELL. RESEARCH STAFF CONTROL STAFF | [SOCIOLOGICAL AFF'S.| ASTA COMMITTER
Besic question: Responsible for R's planning and Potentiality as a | | [Collection of mis- | [ Position appears Position appears ‘Appears to be an
n the EG assume 34% of R's pro- staffing to meet producer of Te- cellanecus func- of doubtful im- of doubtful im- extraneous func-

st111 broader grem, but lacks responsibility in [ | search to meet tions. Control mot | | portance as staff portance as staff | | tion to OIR pro-

progran planning suthority to en- | | this field mot progran meds not | | [actually exercised | | assistant to the assistant to the gram. Receives

and quality con- force complience | |fully developed. fully developed. Possible conflict Dirsctor. Director. 1ittle guidance.

trol responsidi- with NIS sche- with CIA on Cur-

1ty? dules. rent Intelligence.

25X1
RESEARCEH|DIVISIONS 25X1
DRA 34 DRF g7 DRN 75 DRS 81 DRW %8 prI 4 BI 67 IAD 65 IR 102
—
AMERICAN REFUBLICS FAR EAST NEAR EAST, SOUTH ASTA! USSR AND EASTERN WESTERN EUROFE FUNCTIONAL BIOGRAFHIC ACQISITION AXD LIERARY AND
AND ATRICA HROPE INTELLIGENCE INFORMATION DISTRIEUTION REFERENCE SERVICES

Inmediate problem is 1. Division Chief No Asst. Chief pro- Current reorganization 1. GER-EUR relaiions 1. Major opportuni- Primarily 1 research produc- 1. Document routing function Excellent steps now in process
lack of Bramch Chief part time. vided, tut Division 1s correcting overload poor. 108 for new or tion function. Benefits also performed it part im to Tesolve overlaps with DCR.
support resulting in 2. Division Scomomist | |has outstaniing per- on Division Chief. 2. Division Chief lne expanded services, might acciue from closer in- IR, FCS. Reference Officers not effec-
overload on Division serves in part as formance record on minimm time avail- including EDAC, tegration with OIR program, 2. Some duplication with LR tive except in DRN and DRW.
Chief and bottleneck- reviewing officer. NIS and Burecu rela- able for adninis- TCA and perhaps as well as more incentive to exists on publications pro- Broader service to Bureaus may
ing of review. No Editor only GS-7. tions. tration. UNA. curement and funds control. be possidble.

Division Biitor. 3. No research Refer- 3. Asst. Chief sdmin- [ |2, No Assistant Chief 3. Requirements plamniog func-

ence Unit. isters WE branch. or Eitor. tion now limited by absence
4. PSA Telationships of OIR planning.
poor. 4. Division Chief overloaded.
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CONCLUSIONS OF THE ADMINISTRATOR ANALYSIS

WITH REGARD TO THE DEPARTMENT'S ROLE IN THE INTELLI-
GENCE COMMUNITY

Study of NSC Directives and brief conversations with IAC executives suggest three
questions:

1. Does the Depertment have an obligation or an opportunity to exercise more
leadership and direction in the Commmunity with respect to its fields of domi-
nant interest? '

2. Should the Department seek more guidance from the CIA, particularly with regard
to assessing the adequacy of i1ts production?

%. If Departmental Intelligence is materiel of interest and value to operating and
policy officers, does R not have an obligation to seek more ageressively the
views and interests of Departmental customers?

WITH REGARD TO THE USE OF R EXECUTIVES' TIME

1. Two-thirds of their time is devoted to duties other than the immediate supervi-
sion of subordinates.

2. The two top executives appear to have limited time in which to work with the
Office Directors and R/ES, exciusive of two weekly staff meetings.

3. OIR division chiefs vary widely in time available for, or devoted to, the
direct supervision of subordinates.

4., OIR branch chiefs spend half of their total tiws in reading, reviewing and wri-
ting, reflescting the heavy substantive demands upon first line supervision.

WITH REGARD TO CONTROLS

1. Program planning of a formal nature 1s now performed for but a portion of the
regular program of research.

2. Quality control is given contiming, substantial attention, but consumer reac-
tion is not systematically tapped.

%. Production control is the most neglected aspect of R's managsment, as revealed
by the lack of attention to accurate scheduling and vigorous expediting.

4, Management lacks fully useful current control reports snd performance reviews
which can serve as the basis for corrective action.

WITH REGARD TO THE ORGANIZATION
1. The top-manasgement structure is loosely kni%.

2. Most top mansgement functions can, it is believed, make a broader or more effec-
tive contribution.

3. Stronger orgenization will improve the utilization of 1 out of 3 top executives,
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PART TWO

PROGRAMS OF IMPROVEMENT

A-—TO IMPROVE CONSUMER RELATIONS

o THE ORGANIZATIONAL VEHICLES

® USER EDUCATION AT THE DESK LEVEL

¢ DISTRIBUTION POLICIES

¢ CLASSIFICATION CONTROL

* CURRENT INTELLIGENCE PRODUCTS

* STYLE AND FORMAT OF WRITTEN PRODUCTS
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THE ORGANIZATIONAL VEHICLES

THE PROBLEM

1.

The Intelligence Adviser-has not provided an effective channel or representa-
tive for the R Area. This wehicls is believed unsatisfactory for three
Treasons:

A. He owes no allegiance to the R Area and i not responsive to R's problems.

B, With exceptions he does not appear to enjoy top status or prestige in his
own bureau, being considered a marginal contribtutor.

C. He has tended to acquire major operating responsibilitiss, tus reducing
his availability for the intelligence adviser rols.

R's channels to Departmesntal customers have tended to be concentrated at the
top and at the bottom. Thus a void exists at the Assistant Secretary level
and in many instances at the Office Director level. OIR Division Chiefs have
lacked contaots enjoyed by branch chiefs and in some cases by the analysts
(DRS notable exception).

Organized means of gauging consumer reaction have not been developsd.
0f unknown importance to us is the adequacy of organized relationships with

top officials in IAC Agencies, other than through the ONE, JAC end Watch Com-
mittee.

THE SOLUTION IN PRINCIPLE

1.

gl

3,

4.

7.

Discontimie reliance upon the Intelligence Adviser as a primary wehicle of
relationships,

Establish by direction of the Seoretary am "Intelligence Consultant” to the
Assistant Secretary of sach Bureau to be furnished by ihs R Arsa from its
Dermansnt staff of sxecutives, This funotion should be assumed as an eddi-
tional duty by OIR division chisfs or other key officials (such as the CPI).
The Intelligence Consultant will be a regular participant in top bureau
oouncils and will receive from time to time the views of top bursau offiocials
respecting matters which should bde studied dy the R Ares,

Establish the polioy that OIR branch shiefs will maintain dirsot working rela-
tlonships with their opposite mumber in the Department for the ssme purposes.

Encourage regular programs of briefings of bureau officials by Intelligence
Consultants and branoch chiefs,

Establish in R a "Consumer Relations Coordimator™ whose funotions will inolude
an imaginative program of assessizng the adequacy of use of R's services and
inaugurating steps to improve their use. This should be based in part on
periodic personal interviews with users,

Renew efforts to secure more interest in and systsmatic guidanse to R's major
program of estimates and research on the part of top policy offiocials.

Take steps to ssocure similar improvament in interdepartmental relationships,

inoluding consideration to the establishment of an "Interdepartmental Intelli-
genoe Council® in R's fields of dominent interest.
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USER EDUCATION AT THE DESK LEVEL

THE PROBLEM

1. Desk personnel in the Bureaus appsar to have considerable independence with

3.

regard to their work habits amd differ to extremes in their utilization of

‘the intelligence resource.

Added to this difficult audience factor is the contiming turnover of desk
personnel. Some were encountered with Bureau service ranging from a few
weeks to several months (in one case two years) who do not fully understand
R's role and services.

R is producing written research produzts at the rete of 1200 per year (ex-
eluding BI), and the number of documents having both general and specific
interest to individual Desks is ever mounting. The present monthly and semi-
anmal catalogs provide a means of informing this audience of recent produets,
ut they do not provide a oconplete bibliographic approach to R's products and
holdings., This was found to be a matter of concern to some of the Desk Offi-
cers who desire to make fuller use of R Area servicas.

THE SOLUTION IN PRINCIPLE

1.

2.

Inaugurate a progrem of imdividualized indoctrination of mew o ﬁninromed

-Desk Officers and other Bureau officisls. This program should be under the

guidance of the proposed Consumer Relstions Coordinator and consist of two
principal components: (1) a‘dignified but highly concrete and vivid story of
the intelligence operations of the Department, designed for visual-oral pre- .
sentation; (2) a plan of indoctrinstion for new Bureau officials shortly after
asaigmment, to be conducted by the branch chief and the analyst who will be
the immediate point of contaet.

Expand the bibliographic assistance of .R to Bureau officials. It is felt that
IR has an opportunity to improve R's services to the Department in two impor-
tant respects:

A. By devising a loose-leaf bibliography of R products and most significant
IR holdings on each area, and furnishing this serviece to imdividual Deska.
This service should be classified both by area and by subject, and should
be kept up to date by monthly accession 1lists and periodic revisions,
(Descriptive accession lists might achieve wider review.)

B. By inaugurating a progrem of individual study of the reference needs of
each 0ffice in the Regional Bureaus with the objeotive of determining the
reference materials and files required and of establishing a permansnt
basis of maintaining these tools. This study should likewise identify the
needs of the Desks far spot fact servicing, and develop techniques of ex~
Panding IR's participation in servicing these meds‘.
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DISTRIBUTION POLICIES

THE PROBLEM

While wide distribution of written products is an admirable indication of R's
desire to serve and inform, there are several important dangers in policy lead-
ing to unnscessarily wide distribtution:

1. The analyst may fesl compelled to go beyond the needs of the target user
in completing his reseavch, analysis and composition.

2, The additional time and cost of "finishing up" the product {editing, re-
view, reproduction) may not be justified. Several of R's best customers
pointed cut that the walue of the research is sometimes realized by the
time a paper has reached the first draft stage.

3, TPersonalized service may be lost and undesirable friction engendered by
insisting upon outside distribvution in borderline cases.

4. Perhaps most important is the irritation which may result to the reader
with only marginal interest, and the impression that R 18 investing Imn-
dreds of man hours in produots of low value. Iess frierndly consumers now
hold this view, and most emphasize the fact that requested products are of
greatest walus.

THE SOLUTION IN PRINCIPLE

With respsct to research products which have as their objective specific and
timely use (in ocontrast to besio ressarch projects or those designed for gensral
audience appeal):

1. Adopt a polioy of distribution to the target user{s) at the sarliest pos-
sible date, emphasizing personalized service, and reguleting broader dis-
tridution on the basis of "interest and value" or the necessity of sscuring
attention.

A. ZEncourage the jroduction of a carbon of the stencil for hand dslivery to
the requestor or most important target user.

B, Extend the practice of abstract IB's (now used in 10% of the oases), and
withhold general distridtution in more cases until specific demand ha=
developed. Danger of duplication under present procedures,

0. Take 8 mors liberal view toward the production of "requestor only IR's”
in those situations where this is tbhe most effective basis of securing
attention and use (only 1% mow). Consider giving spscial pepers offi-
eial status. '

8. Delegate control of sbove poliey to ths Consumsr Relations Coordimator, and
assign this officer responsidility for working with Buresu distribtution cen-
ters to securs the most aoouwrate basis of distribtution and timely clearamsse.

3. Oonluct a periodic audit of mailing lists for serial products, by verifying

the desire of addressss to contims rsceiving the pudlication (subdsoriptior
rezewal principle). '
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CLASSIFICATION CONTROL

THE PROBLEM

1. There is reported to be a tendency to overclassify products in the interest
of conservatism and perhaps because of the feeling that the higher the class-
ification the greater the "prestige" of the paper. 704 of products are now
classified as "confidential™ or higher, 37% falling in secret categories.

2, The growing importance of the Information Program places pressure on the need
for minimum degree of classification, One R executive estimated that the uae
‘of R's products could be increased threefold in the Information Area if this
policy were followed. Several Desk Officers felt usage of R's products was
overly restricted by the degree of classifieation.

%, The Committes on Declassification has not met since July 1951 and the pro-
cedures involved appsar cumbersome, especially the draft declassification
form,

4. Thus the major responsibility now resides with the analyst and the branch
chief, and consistent standards are difficult to assure.

THE SOLUTION IN PRINCIPLE

1. Establish on the staff of the Consumer Relations Coordinator the position of
"Clasasification Control Officer"
to supplant the Declassification Committee and perform the following duties:

A, Establish and publish specific classification regulations as they apply
to R's work.

B. Review the security classification assigned to each report, at least on
a post eudit basis, to assure proper classification end particularly to
revise the classification of cyerclasairied documents.

C. Counsel anaiysts upon request regarding proper classification.

D. Conduct review of Teporte on their third or sixth month anniiorsary date
to determine the need for classification revision and the possibility of
reduction.

P, Act a5 liaison with other agencies in classification and declassification
matters.

2., As part of the above procedure, adopt the practice of having the analyst re~
cord on the Work Jacket the justification for the classification assigned end
the conditione under which a revision in classification may be justified.

The anslyst might also be asked to suggest an appropriate date for review of
the classification assigned.
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CURRENT INTELLIGENCE PRODUCTS

THE PROBLEM
This subject has & mumbsr of aspects:

1.
2.
S.

4,

Generally lowsr regard for these products is found emong target users. (It
may bt); 8ignificant that 75% of copies of IB's are returned versus 40% of
IR's,

Lack of agreement within R as to the objective and the target sudience:
Useful exercise for the analyst; the Bureau Desk; the peripheral reader;
the outside agency.

General amalyst resistance to this task - 61% of the test group felt that
current intelligence interferss with more important work and causes more
painstaking reading of the "daily take" than otherwiss required.

Absence of aggressive central leadership in the identification and produc-
tion of Current Intelligence products. Possibility of overlap with CPI,

Competition with publications of others: S/S-R, CIA, Bureau summaries,
other agencies.

-THE SOLUTION IN PRINCIPLE

1,

3.

4.

5.

Appoint a full-time "Current Intslligence Coordinator" to the staff of the
EG to provide strong leadership to this rogram, including authority to in-
struct divisions as to subjects on which current intelligence 13 to be
developed, including deadlines therefor.

Discontime the Current Intelligence Committee and the 8ingle Current Intel-
ligence Officer in each division., A8 an objective, require each branch to
designate one analyst with responsibility for staying abreast of Current
Intelligence developments and responding to the imstructions of the EG.
(Thie function should likewise be related to improved control of document
flow discussed on page 60.)

Confine IB's to truly significant items and direct their distribution to the
specific audience which will find them of "interest and value." Where out-
side distribution 15 considered important, impose specific deadline on buresu
clearance, or distribute without prior clsarance (but make a post audit of
Bureau views),

Reevaluate the purpose of the DIC series, and explors the feasibility of col-
laborating with CIA in the publication of a Daily Summary suitabdle for List II
distribution.

Effectuate daily working relationships between the Current Intelligence Coor-
dinator and the CIA/OCI in the identification of key topics.
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STYLE AND FORMAT

THE PROBLEM

l. A typioﬁl OIR report will be read or scannsd dby 100 or more readers. It 1s

2.

estimated that over 40 man hours are devoted simply to reading time, Thus R
has an important obligation to conserve the time of its audience by producing
products whose languege, style and format contribute to fast reading.

Inspection of a large sampling of E's reports reveals that this objective is
not uniformly pursued: .

- long sentences are used - an average of 30,8 words as compared with 22.6
words on an average for three highly technical magazines, :

- Long words are used ~ an average of 184.8 syllables per 100 words as com-
pared with 169 in the three technical magazines.

- Long paragraphs are used. One of 18 sentences conbtaining 431 words ob-
served; another of 9 sentences containing 427 words.

~ Unfemiliar words are used - a 1ist of 20 words was selected from R reports
and submitted to two customers. Several were not readily understood.

- Topic outline form and underscored captions are sparingly used.

- A "reading edse" test applied to eight products selected at random revealed
gscores in the highest field of difficult reading.

- Wide variations noted in inclusion of contents statement, introduction,
conclusions statement, abstract, ete.

THE SOLUTION IN PRINCIPLE

1.

2.

- 3.

5.

Develop a mamial on the art of writing readable intelligence products, drawing
on R's own reports for case examples and illustrating principles appearing on
following exhibit (204 improvement in reading time estimated by two heavy users
of R products),

Appoint a well-qualified editor in each division, thoroughly treined to apply
these principles of readadble writing. Conduect systematic on~-the-job training
of anslysts to the fullest practicable extent.

A3 a companion step, develop a style menual and conduct systematic training of
all report typlsts in its application. This memel should establish uniform
specifications for all mechenical dstails over which typists have primary con-
trol (margins, capitalization, mmbsring, footnotes, tabulations, spelling,
abbreviations, punctuation, etec.),

Improve the appearance and attention-getting value of R's reports by contiming
attention to physical appearance (illustrations cited in Volume II).

Delegate responsibility for planning and coordinating the above program (and
future report presentation techniquas) to the Consumer Relations Coordinator.
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ILLUSTRATION OF REVISIONS WHICH CONTRIBUTE TO READING EASE

{Based upon IR 5769 "Prospects of Japansse Trade with the Republic of Eorea")

I. EXPANDED OUTLINE FORM
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Twelve outline headings used instead of seven., Rach becomes
an underscored caption in the body of the report, presenting
better display and additiomal "finding aids®,

IIl. THE “HEADLINE STYLE” ABSTRACT
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Five short paragraphs used instead of two long paragraphs.
Leed santences underscored enable the eys to catoh key
points at a glance.
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11l. MORE PLEASING DISPLAY IN BODY OF TEXT
ORIGINAL FORM REVISED FORM
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'I. More mein paragraphs - 35 instead of 24 in full report.
2. Use of indented subparagrephs where appropriate.
%, Shorter sentence length. Average words per sentence reduced
from 39.6 to 18.2. ™"Reading emse™ score improved from 10,0 to 26.7

, IV. CONCISE ENUMERATION OF CONCLUSIONS
ORIGINAL FORM : REVISED FORM
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Four concisely steted points instead of oné long paragraph
econtaining both conclusions and new discussion material.
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PART TWO

PROGRAMS OF [IMPROVEMENT

B—TO0 IMPROVE THE UTILIZATION OF THE ANALYST

o TIME-USE IMPROVEMENT

"« READING RATE IMPROVEMENT
o PROFESSIONAL DEVELOPMENT
* FACILITIES IMPROVEMENT
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TIME:USE IMPROVEMENT

THE PROBLEM

Anslysts have but a fraction of their time available for the highest produc-~
tive act of analysis and composition. They are subjected to interruptions
which sap their energies and distract their thinking. Most significant are
duties which might be partly delegated:

Background Study-----==a—-——-- 32.2%
Searching for Deta--—--c—m—m-e- 10.0
Administrative Tesks—--w-reeau- 9.0 Percenteges shown apply to
Reviewing Work of Others—------ 8.7 Regular Program Analysts
Official Eliting-~---ne-aoee--s5,5

Total-—~-mmccmmoeae 65,4%

THE SOLUTION IN PRINCIPLE

1. The future staffing of researsh divisions should be based upon supporting
every analyst at GS-11 and above with a part-time Research Alde, at a ratio

of 1:2 or 1:3. The advantages of this approach are important in three
respects:

First, the availability of outstanding research and analysis skill
is not greet, and intelligence agencies must constantly seek ways
of musbanding this most vital asset.

Second, the maintenance of a contimiing inflow of young talent is
essential to providing the reservoir from whioch future senior
staff will be drawn, as well as to preserving the vigor whioch
i8 ons of R's important strengths,

Third, this approach to ateffing can prove a definite econony. For
example:

$425,800

It 180 apalysts at GS-11, 18,
13 were sach furnished a
half-time aids, it is esti-
meted that the 90 aides might
-rolieve analyst hours egquiva-
lent to 60 full-time analysts.

90 G3-7 aides would rsquire a
payroll sxpsnse 10% less than
that of 80 analysts at grades
GS-11, 12, 13 {the minimum rate
of the grade used for computa-
tion purposes).

thus be created, the net pay-
roll cost should be less
because---- &

Aides Analysts Aldes Analysts

Such & plan of staffing can be adopted gradually as staff is expanded or as
replacements occur, The development of this plan should be preceded by e
detailed study leading to the development of the ideal organization for each
branch,

2. It should be the objective in sach Branch to minimize interruptions by con-
centrating special program assigmments in a small mumber of specialists
{current intelligence, IIA, TCA, etc.). This will further reduce the dis-
persion of effort of individusl analysts.

3. While analysts should be asllowed maximun flexibility in the use of their
time, realistic man hour estimates end deadlines should be established to

control job scops, massure timeliness, and provide a measurs of rate of work.
(Ses also page 48.)
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READING RATE IMPROVEMENT

One of the significant aids which can econtribute to the proficlency of all research
analysts is training to improve reading speed, accompanied in scme cases by an in-
cresse in comprehension:

BASIS OF THE PROGRAM

In essence the plan trains the eys to read in thought units rather than in words:
through the use of mechanical training aids:

The ; at gelarator “pacea" your resding ot read in terms of phn: instead of just Im-.- helze
t0 Mm}ﬁ’v‘ﬁ?}ﬁf_ le reading habits.’ - ™ !

(Photographs furnished through the courtesy of
National Institute of Technology, Washington, D.C.)
SOME OF THE RESULTS REPORTED

Evidence gathered from a variety of sourses indicates that any willing student can

improve his reading rate, nmo matter how good or how poor, by 30% to 100% after
about 24 houra of trairing: '

- U.S. Navy Intelligence School reports that recent experience indicates an aver-
age improvemsnt of 50% accompanied by improved comprehension and retention of
subjeet matter.

~ OIA gives this training to all nsw employees and reporis an average improvement
of 30% with no loss in comprehension. .

- The Army Adjutant Generasl reported 100% improvement for a group of 155 students.

- Similar results found by Department of Agrioculture, Air Force, Marins Corps,
Bureau of Ships, Bureau of Ordnance, GW University, YWCA, and e variety of pri-
vate conceras. .

THE PROPOSAL

It has been found that the Forelgn Service Institute has aoquireii most of the_ equip-
ment required and is interested in developing such training. A request from the R

Area, and some assistance in organizing the program, might speed its availability to
RQ

The benefits to R personnel can be of significent proportions., A conservetive esti-
mate indicates that emalysts alone might save one hour per day, or £ind it possible
to inerease their intake by 50% or better. Many other classes of persommel, from
executive to clerical levels, should profit similarly.
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PROFESSIONAL DEVELOPMENT

THE PROBLEM

1-

3.

5.

The high degres of profedsional zeal and career interest im R underlie a strong
desire among the analysts for more formal opportunities to exchange ideas and
verfect techniques,

Our experience with other professional amd academic groups indicates that this
desire can be met only in pert by written commnicetions. This 1is confirmed
in OIR by the low readership of the well-prepared Analysts' Mamual,

The expressed interests of the analysts intsrviewed run the whole gamt of .
training possibilities, ranging from the simple desire for regular branch staff
meetings to the more embitious craving for field trips and sabbaticals.

A prominent basis for most requests is the desire to increase professional com-
petence and improve the individual contritution to the Department's program,

It must be noted that no organized planning is teking place to meet these de-
sires and interests.

THE SOLUTION IN PRINCIPLE

STEP ONE- Training in speed reading and in improved report preparation are the
most obvious needs which can be readily met.

STEP TWO- Regular branch staff meetings should be instituted on a weekly or bi-
weokly dasis, and a planned program should bes adopted for each, ineluding:

- Syatematic discussion of R's total program and place in the Intelligence
Commnity (The Analysts' Mamual provides the basis. ).

- Systematic review of R's policies and current program,

- Systematic exposure to target users. At least once each month a Bureau
officer should be invited to attend the branch staff meeting to discues
his work and R's services.

STEP THREE— Personalized and inspirational guidance to senior analysts, Equally
a8 important as exposure to R's customers is exposure to the top leadership
of R. It is recommended that Messrs. Armstrong, Howe, Evans, Buford, Trezise
and Killea sach apend thirty minutes a week in consultation with an R analyst,
discussing his work program, interests and {deas, In this manner all analysts
would see a top official in private consultation at least once each year. The
morale benefits should be significant, as well as the ideas for improvement,

Approved For Release 2001/09/05 : CIA-RDP81S00991R000100260001-4

CONFIDENTIAL - Seourity Information



CO.I\IFIDENI‘IAL. - Security Informstion
Approved For Release 2001/09/05 : CIA-RDP81S00991R000100260001-4

STEP FOUR—PERFORMANCE RATING

A more meaningful plan of perfomance evaluetion can be a valuable means of rec-
ognizing good performance, correct lng weaknesses, and improving supervision. It
is recommended that each analyst ba rated on each major project completed as

follows:
ANALYST PERFORMANCE RATING
Nem€ . GS~.__Division________ Branch
Report .. Time Spent
Factor *Rating Explanation
o ' : * Rating Factors
Planning l= Supei-ior performance in
The Study . rate and quality of work.
2 = Acceptable performance in
rate and quality of work.
F?.‘ang:ng : ' 3 = Passable performance, but
below standard R desires
to maintain.
4 = Unsatisfactory performance.
Analysis '
v One copy delivered to snalyst
‘Report ’ | ‘ ‘by supervisor and discussed
Preparation with him, One copy placed in
Permanent file.
Consumer
Relations
s N Rated by ..
wmary Rating Dete Rated _ _ ___ _ ______

STEP FIVE-LONG RANGE PROGRAM

A "Training Coordinator® should be appointed to administer the above programs and

work with branch chiefs in arranging:

A - Bureau assigmments - 6 weeks every two years on & Bureau desk for analysts at
GS-12 and above.

B - Field assigmments - 6 months every five years for amslysts at GS-12 and
above.

C - Executive development - Two poesible candidates should be identified for each
key position at branch chief level and above, and steps taken to stimulate
developrment of supervisory and mansgement skills,
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FACILITIES IMPROVEMENT

THE PROBLEM

The quarters provided in SA-1 asre below the standard provided psrsonnel in other
locations such as New Stats. The disadvantages to R analysts are:

High noise lavel, disturbing to closas resssrch.

lack of privacy, subjecting the amalyst to further disturbarce.
Congested quartsrs, for IRS and DRN particularly.

Difficulty of commmnication with New State Building.

Rapid accumlation of files contributing to further congestion.

Added to these undesirable features is the minimum clerical support available for
files maintenance and report drafting.

THE SOLUTION IN PRINCIPLE

1. The cost of providing more satisfactry quarters for the professional staff
would be well repaid in terms of inorsased or more sustained performance.
Modern "Packaged Office Units" offer ome economical epproach. At a coat of

ILLUSTRATION

REMARKS

Privacy s assursd for one person
by means of the full-height com-

- bination wood-and-glass partition
panels. The L-shaped working top
area 18 larger, more sfficient, less
fatiguing, yet ples idera
bly less floor space than a standard
axecullve desk ond tabls orrange-
mant.

(Sketches furnished through courtesy of Globe Wernicke Co.)

aprroximately $440 per amalyst, and without an increase in space, analysts
could bs provided partitioned work spaces containing a desk, table and book-
shelf. At a minimum, it 1s recommended that one branch be so equipped, or
that a "Report Writing Room™ be set up for ome division - to pilot test these
advantages {DRS suggested).

2. Install dictating units in this pilot test area, Our interviews indicate that
perhaps one out of four analysts will use such equipment without urging, and
that half may ultimately find it of walue.
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PART TWO

PROGRAMS OF IMPROVEMENT

C. TO STRENGTHEN PLANNING AND CONTROL

« PRODUCTION PLANNING AND CONTROL
* PLANNING FOR AGQUISITION
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PRODUCTION PLANNING AND CONTROL

THE PROBLEM

1.

g,

3.

Control over the timely completion of work, both with regard to man hour
scheduling and completion-date schsduling, is ths most neglected aspect of
R's control.

This is reflected in the regular-program, tut is equally sericus in the ocase
of the support programs. Concern with this matter was found emong the
OIR/NIS Coordinmator, the CIA/NIS Coordinator, and the Coordinator of Psycho-
logical Intelligence.

The cause of this problem lies in the commendsble concentration of division
and dranch chiefs on program dsveloment and quality control, and the matural
aversion of the professional staff to schedules and deadlines (again a typi-
cal problem with professional groups of all types, tut on the whole a whole-
some cc)mdition i it can be counter-balanced with workabls control tech-
niques),

THE SOLUTION IN PRINCIPLE

1.

2,

The attention devoted to production planning end control techniques by R's
top management should be as vigorous and competent as that given to "“pro-
fessional” management {including quality control). Only thus can the oconfi-
dence of tudget and management groups bs won, and satisfection with timely
sarvice assured:

A. A top position responsible for production plamning and control technigues
ghould be appointed., The incumbent of this position should be substan-
tively qualified, and enjoy acceptance by the professional staff,.

B. This officer should be supported by adequate staff mssistents, including
the NIS Coordinpator and the proposed Consumer Relations Coordinator.

An organized production planning and scheduling procedure should be insti-
tuted, embodying the following priuciples:

A. Semi-Anmial Work Plen for sach dbranch, leading to a firm allocation of
analyst man hours by program and type of effort.

B. Clearance of this plan with all interested parties leading to fimal appro-
val by top management.

C. Schedule of individual projects by man bours and complestion detes.
D. The develomment of specifications for raw materisls required.

E., Monthly report of perfoarmance against the schedule for individual projects,
by each branch.

P, Qarterly report to management showing over-all performance against the
Work Plan,
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STEPS INVOLVED IN APPLYING THE PRODUCTION PLANNING AND CONTROL PROGRAM

DEVELOBMENT OF WORK FLAN

” At intervals of onss im six momths each Branch Ohief Treparss as coasplete

. ¢ - a plan of intelligence productios (in process and contemplated during the
ensuing six months) as his knowledge and ingemity permit. To fesilitate
Teview by managszent, planning should be staggersd by division over u six-
month psriod.

Available to the Erensh Chief for planning

4 | .

QU IDANORS

THE INTTIAL FLAX IN DETATL

The Branot Chief, with procedural assistance from

m—yf A28t Division Ohief and Program Planning Coordi-
‘nator, prepares the *Work Flan® (Exhibit A) epmd

wapporting schedules on en initiel sstimate ‘bawis,

{1) Directives rrom spscial Assistant based on
top level and TAQ oonteets, (£) Anmial Pr
Plaoning Guide, (3) Speeific anticipations of Rd,
{4) Enomn Support Program requiremontd.

v
REVIEW, ADJUSIMENT ARD AFPROVAL OF FLAN

After the detailed plan hes basn dovelopsd (a task requiring
H about one dey's effort on the part of the Branch Ohisf) thres
: Peview and epproval staps should cosur:

Asction on fbllowl.ng steps should oocur within ten deya

A

#CUSTOMRR" CONFERINCES MANAGYWERT CONFERENCE TOP MANAGMMINT APPROVAL

Diviaion Chief approves adjusted plam and sub- Special Assistant and/or him Deputy reosive res-

The Branch Chief, 2ided as nscedsery by Asst.
Division Chisf, discussss plan in detail with
prinoipal "oustomer" groups - Bureau(s), other

agenales, B0 Seoy., IFI Ooordinators, and de- .

;4

hits for management Teview at a meeting of the
BG to which Director of Produsction Coordimation,
Ohisf of IAD and Deputy Speocial Assistant ero

nled Branch Work Flan froam Direotor OIR.

v Review, modify if necessary, approve for action.

yelops adjusted work plen. invited, .

Approved aotion plan to Branch Chiéef With informa-
tion copy to Direotor Production Ooordination

y
AMINISTAATION OF THE PLAR

In aoaordance with procedures deviasd by the Productlon Plamning ‘Coordivatos
and the Requirements Flanning Coordinator, the Eranch Chief proceads with
the implementation of the approved plan. Two distinet coursss of action are
i . faken: :

With aasistanse of vam Plapning Cooxdimator -

With assistance of Requirsments Planning Coordimator

PRODUCTION CONTROL REGTIREMENTS PLANNING

Within thirty days after the approved plan has
besn received, statements of foresseabls raw
materials raquirements should be in the bands
of IAD.

In oarrying out the appraved plan contiming
sfforts must be mads to (1) Completing work
on time in relation to need, (2) Avoilding an
unressonable expevditure on snalyst man hours.

v 3 L
ROUGH DETERMINATION OF DATA KEEDRD

TRE FROTECT SCHEIWLE.

Prepared. by each annlyst on the basis of pro-

Man hour estimate and completion dete set
Jects mesigned to him.

for aach project, Isad analyst to be iden-
t4fled as soon as posaible.

| ¥

RECORD OF PERFORMANCE REVIEM OF BOLDINGS

¥

By enalyat or research aide through rovis! of

Work Jaokst established (khlbn. "B*).
needs versus files end IR holdings:

Progress and man hours recorded weekly.

MONTHLY REPORT TO MANAGEMENT DESIDERATA LISTS
Status of emch project and performance against Forwerded by Eranch Chief to TAD with sugges-.

man hour and complstion date reported monthly tion a8 to sources. Information oopy to Be-
(Bxbibit "0"). quirements Planning Coordivator.

QARTERLY REFORT TO MANAGEMENT ) ‘FROCUREMENT ACTION

Bumary review 4f actusl wversus planned effory Taken by IAD with amdvice of Program Planning
Ooordinator. latier takes lead in planning

reported quarterly (Exhibit RO, A
? tor use of sxternal research, and for develop-
ment of reporting guides apd ewvaluations,
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PORM 1

PRINCIPAL RECORDS CONCERNED

WORK PLAN SUMMARY

FAOGRAM PERIOD

BWANCH

SURIECT PROJECTED MAHHOUR EXPENDITURE  [PERCENT
. INITIAL ESTINATE ADJUSTED ESTIMATE [OF TOTAL

NIE o, £ s AND IE 3

Nis PRODUCTION

1n Progreas

Anticipatad

PERIDDICAL PUBLICATIONS

IBs AND OTHER WRITTEN CURRENT HNTELLIQENCE

BRIEFINGS

{SPOT INQUIRY HANDLING

SUB.TOTAL
OUTPUT MANHOURS

COMMITTEES, DEBRIEFING, EYC.

BACKGRQUND READING, MARKING FOR FILE, RTC.

SUB-TOTAL
AKE MA

NTAKE HANHOURS

ADMINISTRATION INCLUDING EVALUATIONS

. ToTAL

ESTIMATED MANHOURS.

AVAILABLE (From Form 14) %

NET OPEN TIME DR DEFICIT

REMARKS:

estimoted manhoura raquired for aach.

¢ An Inafoidual Work Plan is preporsd for sach program ond anpporied aa oppropriate by detotled Uste of profoats showing

[ForM 2

OIR WORK JACKET

| T, JACKET CLABSIPICATION

EA. PROJECT RMBIR 5. PROJECT TITLE

TG, FRO@ M

B4 AEQUERTER (HIME AND OFF1CE OR AGDHCYY I8, PRODUCIHG DIVIB IOH/ BRANDH

3. COLLABORATING D1V 8103 {BRANGHEE)

4. PERTIHENY INFONMATIOW ¥1TH RESTECT Y0 NATUNE AN TARGAT USE GF PROJECT

PRGN SURIEET TVPE
[
O eeokouic
O tosioLogien

]

B WUALYST WASRURS REGUTRED

A DRIGINAL EBTINATE l-. AEVISED EQTINATE < AcruAL

SR, PROJEST O W, OATE OF FORRIBLE REVISION

7. AEASONE FOR CLL

s, PROFORED LieT D 0 D D

ATOI TAOHS OR AEVI10NS|

TATEAD GHALYET B FANE 90, SRANCH AFPROVAL 9C. DIVIAIDN APPRGVAL

€. PROGRERT RECOTD o owtes
1) oATE REQUEATED

(2} ORIGINAL DEADL INE DATE
31 mevision
W

"

445 FROJECT M1 TSATED

@

[

(9).0RAFT TO REPRCDUCT (0K

(1D1OATE To REQUESTER
C1TIDATR DIOTRI2UTED

T

[RETLory

FROJECT WO l PROJECT TITLE

(Actual size 8" 5 5")

FORM24

PROJECT MAN-HOURS RECORD SHEET

! 1. RECORD SHEET CLABSI FICATION

TA FAOJECT MMBEN B FROJECT TITLE

ANALYSTS ASSIGNED rrocam | gasoe [smn. | Fen. | san. [wemic| wav | 2o

JuLyi ava.faeerd ocr.) wov. [ ore | TOTAL

TEAG JHALVET

AT

|

- MANHOUR SUBTOTALS

BRANCH CHTEY 48D DTV 18 10N REVITVERD

MANHOUR TOTALS

. Fhosecrwa, PROJECT TITLE

TROJECT CLASEIFICATION

(Actual sise 8" % 5)

“A". THE WORK PLAN

A budgeting of the estimated avallable
man hours in the six-month period ahead
against the several types. of intelli-
gence product, service and other activ-
ity. Prepared by progrem by each Branch

' Chief epd summarized. Supported by de-

talled estimates, based on stated as-
sumptions with respect to its various
elements. '

“B”’. THE WORK JACKET

A master record in Kardex form prepared
for each NIE, IE, SE and IR, On it is
entered all basic information relative
to the project's nature, origin, pur-
pose, classification and proposed dis-
tribution. It identifies producing and
collaborating units, and the neme of the
lead analyst, as well as the approval
signature of the Branch and Division
Chiefs. It also records estimated and
actual man hour expenditure, date of re-

" quest, and progress in terms of calendar

dates. A supplementary card is used to.
rerrd the expenditure of analyst hours
on the project.
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PRINCIPAL RECORDS CONCERNED

“¢", THE MONTHLY PROJECT

CONFIDENTIAL = Security Information

FoRM T PROJECT REPORT AND SCHEDULE

REPORT AND SCHEDULE

A tabular and graphic record of

anticipated and actual perform-

ance, and of present status,
with respect to NIE's, IE's,

SE's and TR's, Prepared by pro-
gram for each branch monthlye

It also compares the past month*s
anticipated and actual man hours
available, and indicates the
enticipated.man hours available
in the month ahead,

owvisiont - DR®
progRay __ RDQULAR BRANCH Noriheapt Asie
YT
ATt oy
PROJECT KO e A . {EFTTaTeD] ) APRIL uAY SUNE FUTURE
ResusTER L] o Jome) weve i T 1TT il | 1T
e a
,:: ® ) uLvRanaTionsLTS, ETC. 226 | so1a| 4/22] 150 | 120 | 118 ¥
R 88463 | occueaTion weasURES, ETC. 163y » N7/ )
c
.
'": 7 |-neviEw OF THE LARDR SITUATION yw |4 | /) ® s R ¥
" ":‘ xvz wiue /25| 811 w| |» 4
R &7 POLITICAL PARTY DEVELOPMENTS IR I 7 Jfk' 2
N& SOUTH KOREA $INCE 1933
s VULKERABILITY ESTIMATE wn|w w 0] e R I |
MNIE - 97 CONTRIBUTIOH - URGENT anelass| Az w L] _J
HE-" CONTRIRUTION - HIGH "W _J
<
LEGEND: Schedaled Complaston 4 Aveual Complesion - 4 Canaelied profacts are o
Deferred or Cut Baok /L1111 Bruemsion e e w 4 marksd on next caport.

NET TOTAL ANALYSTS' MAN.NDUI‘ AVAILABLE FOR ABUVE PROJECTS THIS PRIIGRAW
IHHONTHIPAST!  Anticipoted mankours 8 |N MOTH AHEAD:, Antlcipated manhaiws
Actual mochurs i
Excera or Dallclt

-
CONFIDENTIAL - Securlty Informaticn

ond-requanting managrment's ccnaideration.

s

NOTE: If the assiclpated availabla maskoure ore Ineu/ficisat bo mast urgens project nesds
in moath, akead, o memorondum ehould ba atiacked heraso-outliniag the problem

FORM 4

QUARTERLY ANALYSIS OF PERFORMANCE

FROGRAN FERI0D ERANCH
A, COMPARISON OF PLANNED YERSUS ACTUAL APPLICATION OF ANALVST MANKOURS
PANHOURSEX. | mop [PRECTED
sussacT PeNoED THIS | o0, | % BY REMARKS
PERIOD woRK PLAN

HIEs, 1E8 ond SEs

g PRODUCTION

IR¢

PERIODIC PURLICATIONS

16 ond other mritten cument lorelligence

BRIEFINGS

SPOT INQUIRY HAMDLING

SUBVTOTAL
QUTPUT HOURS

COMMITTEES, DEBRIEFIND, ETC.

ard macking
BACKGROUND READINO | 17

SUBTOTAL
INTAKE MAKHOURS

ADMINISTRATIDN Intfuding svaluatiine

ToTAL

B. COMPARISON OF ESTIMATED VERSUS ACTUAL TIME ALLOWARCES

PROJECTS COMPLETED PROJECTS IN PROGRESS
N THIS PERIDD AT END OF PERIOD

PACTORS

HUMBER OF PROIECTS

TOTAL MANSDURS EXPENDED
ORIGINAL BSTINATE

TOTAL MANHOURS EXPENDED
ACTUAL

RATIO  ESTIMATE/ACTUAL

JOTAU ELAPSED CALENDAR DAYS
ORIQINAL ESTINATE

TOTAL ELAPSED CALENDAR DAYS
ACTUAL

RATIO  ESTIMATE/ACTUAL

NOTE: Al hours ora for Anslyate only.

“D". THE QUARTERLY ANALYSIS
OF PERFORMANCE

Record of analysts' man hours distribu-
tion by type of intelligence research
product, service or other activity, and
a comparison thereof with the distribu-
tion enticipated by the semi-annual Work
Plan. Also, comparisons of actual ver-
sus estimated performance in terms of
man hours and elapsed calendar days ex-
pended on written projects (other than
0I) completed in this quarter, as well
as projects in progress at the end of
quarter., Prepared by program for each
Branch and summarized.
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PLANNING FOR ACQUISITION

THE PROBLEM

1.

Several R agencies are directly concerned in the planning of re‘qﬁirdontl and
the guidance or cultivation of sources.

IAD -~ especially Requirements Staff and GAB - OIR divisions in varying
degrees.

BI - R/ES through its Foreign Service Program officer.

ERS - through its procurement of manmuscripts attempts to exploit contrae-
tual research of other agencies, ‘foundations, ete. Own funds being sought.

Forward planning has been handicapped by the:

- Lack of time or initiative in OIR divis:lona.
- lack of recorded work program,
- Consequent inabi lity of IAD end ERS particularly to render support service.

The inflow of desirad material to reserrch divisions has been :mrther limited
by:

A, The limited coverage of the Psriodic Reporting Guide Program. To date
only 16 posts are being covered of the 70 to 80 which it would be advan-
tageous to cover,

‘B, Iack of definite or canprahennsiva evaluation program for political and
sociological reporting, both as regards individual posts and reports.
Two area reviews, one for ER and one for NEA have been made. In gen-
eral, reaponse to the idea of such evaluations was favorable.

C.  Some Bureau officials and S-S/R recognize that some information does
not reach 0IR, .

..~ D. Present Sensitive Room deprives analysts of adequate aceess to some

material.

Specific weaknesses attributable to reporting from most posts include the fol-
lowing:

A, Information too much from cepitel oity sources and higher Govermment and
soclal levels. Reporting on provinces ssid to be gensrally weak.

B, Popular attitudes and reactions reporting weak.

C. Follow through on ifems mentioned in Weeka not uniformly good.

D. Inconsistensy and lack -of contimuity in reporting engendered by frequent
shifting of Foreign Service personnel,

Publications procurement needs more specific representation and better coordina-~

tlon of efforts at the posts.

" Need for better follow-up on standing procurement requirements; phone books,
official gazettes, diplomatic lists, catalogs, book lists, press guides, etoc.

Approved For Release 2001/09/05 : CIA-RDP81800991R000100260001-4
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THE SOLUTION IN PRINCIPLE

1.

7.

Most important first step .is development of Work Plan to provide basls for
both requirements planning and forward acquisition planning in gspecific
terms.

A single fully-empowered staff should be established to jmplement a require-
ments planning program. To this end it is recommended that the requiremsnts
planning efforts of R/ES, FRS, and IAD De merged under one "Requirements
Planning Coordinator.™ Incidental aspects of ERS could be lodged in IR.
Tnstitute regular (anmal) program of post svaluation by OIR divisions.
Further extend and systematize FPerilodic Reporting Guide Program.

Take action steps through the Foreign Service Institute to bolster further
the training of officers going to the fisld.

Request designation at each post of & person responsible for specific atten-
tion to and coordination of publications procurement.

Require OIR branches to indicate most probable sources for the raw material
requirements they identify.
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PART TWO

PROGRAMS OF IMPROVEMENT

D. TO SIMPLIFY PRINCIPAL WORK OPERATIONS

¢ BIOGRAPHIC PROCESSING PROCEDURES

* PROCUREMENT AND DISTRIBUTION OF PUBLIGCATIONS
» CIRCULATION PROCEDURES

¢ DOCUMENT FLOW CONTROL

® REGORDS MANAGEMENT

Approved For Release 2001/09/05 : CIA-RDP81S00991R000100260001-4
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PRESENT BIOGRAPHIC PROCEDURES

I. THE RATE OF GROWTH IS CONSIDERABLE

Iast year over 148,000 documents wers raceived

by BI, from which about 420,000 cards wers pre- Inconing
pared. Documsnts

(. THE LARGEST PROPORTION OF EFFORT
INVOLVED ISDIRECTLY RELATED TO 37 ARALYSTS

THE MAINTENANCE OF THE FILES 634 to Background 28% to Products 9% to

The equivalent time of 6.7 ana- 45% to Reading and Marking 18§ $o Typing| 18% Written 10% Oral} Admin.
lysts and 15.4 clerks is directly 1

J involved in typing anmd riling. Ob-
sarvation indicates that the ty-
pist 1s unabdle to keep atrsast of

' the workload, In the German Sec-
\/ tion the backlog emounts to 5 file _ 22 CLERK-TYPISTS
. drawers and work mmst be ssnt out- 70% to BI Files Meintenance | 1% ¢o 1240
side. 51% to Typing 19% to Filing | Froducts| Admin.

1. Straight typing - usually ome I I 1 j
nane items. I - =

8. Cut and paste - physically pos- Streight -
sible to fit onto 4 x 6 card. Tn,iﬁ Out end | | Standard J.J &z:ttz::PhJj
3. Carbon and hecto - multiple
namas, Hecio averages 8 l ' l I
sards per stencil. . 222,000 /fyr. 21,000 /yr, al,oool/yr. 155,000’/yr.

I1l. BY NATURE, BIOGRAPHIC FILES ARE BASICALLY INACTIVE

There are about 2,700,000 cards now in the files
covering almost 900,000 names, Approximately 85%

of these nemes contain 3 cards or less. The ratio The 4 x 6 caris are housed
of namas requested to names in the file was not in 92 file cabinets, There
over 4% (35,000 of $00,000) last ysar. ars sbout 150,000 Dossiar

Folders maintained in 217
file cabinets, BI averages
4,7 f£iles cabinets per person
whereas total R average is
2.5.

V. THE COST PER NAME SERVED IS HIGH
One Sample of Requests

last year information on 25,500 names was supplied Indicated That of the Names

on Special Activities Forms. In addition 2400 BI Requested - 67% Had Three Cards or Mors.
reports, many containing several names, were pre-

pared. Cost approximates $10 per name ssrviced,

and on the basis of payroll figures about 18¢ for

eaoch card added to the filas,

DEMANDS ON BI FILES

last Year: 10,600 Special Requeats; 25,500 Names Supplied; 2400 Reports.
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PRESENT BASIC FORMS

’_N —’ﬂmﬁ
T THE DEPARTMENT OF BTATE, WASHINGT, ____._AE%T&#._-_-;_
opp  Gonsulate's Despatch 255, Naveh 15, 1942 oo |
&BJECTL‘_"?“-imua by Richard BSCKER Iatererts 1n Mosoow Bessmie o5 aR
. B -
SN R
is learned i» the Saaxr thet ome of ihe Germon delegutes $o the Yo~ »
K‘ “_,._d';i t‘f":ﬂ'_'ﬂ‘”"!wmﬁ "
A DESPATCH 'b'* i v ) c GER
The Fourman Coxn 1s a taxtile :
Analyzed and " 'l pany snberiss anl esuprises ens of the
rorlﬁla mm‘“ﬁm. R Gernan subsidiaries ¢f Richard %‘u halling smspeny VIRRINIGTS. ; %g?
3 Q D EECKER ».5.F. ("VEMGAT], Besriwicken, Theelomi .« zp
uesh N . T
Suether subaidiery of Besicar’s is GEBHIDSR SIMK G.m.b.H., & retail ey
ontlet in the Balmholstx o & iidoen, which is mmeged by the 7 ¥
o mw@mamum:mmmmmm. o W
hg‘liu?u visa by Richard's mon magm, the Conmulate was infersed
that Stnn bed favered the Sear Cou Jowrmal "Neus Selt® iw 18 | °°
apd 1949 with *large adverti *, Ulrish Besker had been prepessd as a
: of an M34 Frodustivity Team sehedulel to go te the United Bades
4, 1952, but was refused a visa by me Naxch 31, 1952, ] -

THE SINGLE CARD

Mo ) * CONFIDENTTAL
" UNTERSTELIER, (Dr.) rpb April 19, 1952
BECKGR, Richard EECKER, Ulrich 23-X 13~A=USSR

It is learned in the Saar that one of the German delegates to the re-
cant Mo: te Condy was a Dr. UNTERSTELLER, representing
the FOURMAN Company of Viernheim, G . .
The Foursan Company is a textile enterprise and comprises one of the
flesnen. sybeiiaries of Richard BECKER's holding compary VEREINIGTE
LGESM&EW;ARNOLD,BE’CKER m.b.He (“VERGAB"), Baarbrucksns

- Andther subsidiery of Becker's is QEERUDER SINN G.m.b.H., a retail
¢lothing outlst in the Bahnhofstrasse, Saarbrucken, which is managed -
by the Fourmans, In the ocourse of investigations following an
application for a United States visa by Richard's son Ulrich Backer
the Consulate was informed that Gebruder Sinn had favored the Basar
Comnunist journal “Neue Zeit® in 1948 and 1949 with “largs advertise-
ments®., Ulrich Becker had been proposed as & member of an MSA
Productivity Team soheduled to go to the United Stetes April L, 1952,
bt was refused a visa by ms March 31, 1952, .

wk May 2, 1952

D-291, Strasvourg, Aprs 19, 1952

THE HECTOGRAPH MASTER |

‘THE CARBON SET"

URTERSTELLER, o) .rpt April 19, 1952
FECKER, Richard

O
It 4a learned in the Saar that ome of the Germen delsgates to
the it M E jo Confe X was & Dry UNTERSTELLER,
Orepresenting the FOURMAN Compary of Viernhelm, Germany. ®
The Fourman Csmpany is a texiile enterprise and coxprises one
of the German subsidiaries of Richaid EECKER's holding oompany
CVERETHIGTE GESELTSCHAFTEN ABNOLD EECKEN @,beHe ("VERGAR®); ©
Saarbruckens
. Another subsidiary of Beoker's is OEERUDER SINH GimebeHey &
Qretail clothing outlet in the Bahnbofstrasse, Searbrucken,
which is d by the In the conrse of investi~
gations following an application for a United States visa by
6nieha’rd'l son Ulrigh Becker, the Consulate was informed that €O
Gebruder Sinu had vavored The Saar Communist journal "Neuwe
Zeit® in 1948 and 1949 with ®large sdvertisements", Ulrich
OBbecker had becn proposed a8 a wember of an MSA Productlvity [
Team scheduled to go to the United States April Ly 1952, but
was refused a visa by me March 31, 1952
O D=291, Strashourg, Apre 19, 1952  wk May 2, 1952 @]

o

o
EECKER, Ulrich 23-I  13-A-US% .

BAAR

UNTERSTELLER, (Bre)
BECKER, Rivhard B

It 1is learned in the Saar that ans of
eemt Moseow Eeonomie Conference wes &
the FOURMAN of Viemhel

BCRER, Uirieh 23X 13-A<SSR

CONFIDRUTIAL
TPt April 19, 1992

“the Garman 'dtllgltll to the ro~
‘Dre UNTERSTELLER, representing.

The Fourman C

43 & textile enterprice and comprises éne of the
German subsidiaries of Riehard BECKER's helding company VEREIWLGTE .

OESELTSCHAFTIN ARMOLD EECKER m.BX, "V .
Another subsidiary ef Beckerta is QEERUDER gmlLo'.-.b-.!., A retall

ERGAB"), Esarbrucken.
which is mansged

elething eetlet in the B

Tirieh Beoker had been
Toam scheduled ¥ go
Pefasnd & visa by me Mareh 11, 1952,

291, Stresbourg, Apre 19, 1952

by the Peurnsst, In the ecurse of investigations follevwing am sppli=
estion fer a United States visa by Riokardts sem Ulrieh Beoker, the
Gousnlate was infermed that Gebruder Simn had favered the Sear Commie
nist jourssl "Neue Zelt® in 19h8 and 1549 with ®large
Propesed as & member of aa K5A Prediuctivity
%o the United States April ky 1952, but was

mmantes

" i Nxy 2, 1952
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PROPOSED BIOGRAPHIC PROCEDURES

Incoming
Documents

to dossier.

dard marking guides,

ANALYSTS

Contimie to read and mark incoming documents,
Eliminate all but bulk material going

Adopt stan-

1. Type Apsrture Card for
each name marked.

2, Sequence oards for ocamera.

3. Miorofilm page containing

CENTRAL PRODUCTION UNIT

Prooess documents into cards
for BI files.

4.
5.

BI information - ons shot
for each name.

Devalop film -F
Mount film strip to Aper-
ture Card typed for indivi-
dual - hand machins.

. Sort for Branches.

Apsrture
Cards

!

Flle Microfilm Aperture Cards..
Producs typewritten BI products.

CLERE-TYPISTS

ADVANTAGES TO BE OBTAINED FROM
MICRO-FILM APERTURE CARDS:

l.

2,

[ =

Cost ~ Estimates beased on unit operstions
indicate each card should cost 8¢.

Space - Ths Aperture cerd ussd in conjuno-
tion with the window jacket (holding
30-16mm frames) will permit a reduction

in cerd filing spacs of over 50%.

Doseier flles - Microfilming these files
apd sstablishing frames in window jackets
would releass elmost 200 of 217 file ocabi-
nats thus virtually eliminating the dossier
files as almost everything could be placed
on Aperturs Cards.

Others ~ Cheap reproduction for Exchanges;
can include items heretofore missed (IR
retention magazines); simplifies processing.

4 x6
Card Files

|

1

DBIANDS ON BI FILES

Available Savinge
8 Psople

Positions Created
7 people

Available Savings
14 People

Fet Available Savings
13 Peopls

Reader -

Microfilm card reader;
one on esch analyst's
desk. Portable units
near files.
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PROPOSED RECORDS AND EQUIPMENT

THE SINGLE APERTURE CARD

UNTERSTELLER, (DR.) 23-X, 13-, USSR SAAR
c-4/19/52

THE MULTIPLE APERTURE CARD

Th“ I a. 8am ple of '8

FILMSORT JACK
PATENTS PENDISG e

THE FILM MOUNTER

4" X 6" ENLARGEMENT FOR POST FILES

32n === 7

- oen, MOAP

B et @ P G, o tut {7 P 2Pt )
muummnwﬂmu-ﬂne
vesseds on the fellosing mmwed
Mr Conmodure U, B. Bemett
Oroug Captata Do B, Simwds

/" Growp Captain Binaphs wa memm—-'/
oA Besdquarters, MCAF, ia Hevesbor

- air mmbee, Caaaiten Jodtt Shaff, ~
rgmamnmn.c.nmm *
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ARNTER
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//\“ it
Y[ e

G sutw of enh)

v

THE FILM READER
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THE PROCUREMENT AND DISTRIBUTION OF PUBLICATIONS

Two units within OLI share responsibility for the [mocuremsnt, receipt,
check~in, distribution and follow-up of periodicals, serials, and news-
papers., It is belisved that a possible reduction of 7 to 8 out of 41
positions can be made by integrating the Selection and Records Section
of IR and the Civilian Agencies Branch of IAD, These savings would
arise fro: the following:

1. SAVINGS AVAILABLE BY ORGANIZATION REVISIONS 4-5 Positions

A.

B.

c.

D.

Rliminstion oi Sectlon Chief {1)

Rliminate Receiving Unit of SR (1-2)
Combination of the twe units will meke unnecessary a subsidiary
recoiving point since materials can bs routed direet to cata-
logers, ocirculatien.

Rliminate ome of two supervisors of the Procurement Umit (1)

Eliminate one of two Distribution supervisors (1)

2. SAVINGS AVAILABLE DUE TO WORK DUPLICATION 2 Positions

A.

B.

Eliminate duplicate recording (8,000 to 10,000 items month) (1)

Eliminate duplicate £iling and follow-up {1)
and pool clerical psrsonnel

3. SAVINGS AVAILABLE THROUGH WORK SIMPLIFICATION 1 Position

A.

Discontimie recording of nswspapsrs received in one copy only at the
central point, by dependitg upon ultimate receiver to initiate follow-
up in cass item faile to erriwe. (Avoid over 30,000 recordings per
moath. )

Simplify posting of receipts on multipls copy publications received

oomplete in oms shipment, by use of single posting in lieu of mltiple
sntries.
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CIRCULATION PROCEDURES

The averasge time required to secure & book from the stacks has been found to be
4 hours, 15 minutes. Almost one hour (56 mimtes) elapses between preparation
o7 the request in SA-1 and receipt of the request in the stack area:

The following steps should expedite Circulation Service:

1. Install Telstype equipment for commnication between SA-1 and the two
stack locations ($95 month) to achleve simultaneous recording and receipt
of the request, saving up to one hour in transmission.

2. Place the jeep service on a more flexibles basis. Half of all deliveries
are to SA-1, indicating that one jeep might make more frequent round trips
between stacks and this location. ’

3. Enforce a reasonable recall procedurs, such as one month on books and two
weeks on periodicals., Of 315 requests studied, 373% could not be met until
recrilL action was initiated.

4. One to two positions can be saved by consolidation of stacks in one loca-
tion (01ld Post Office).

LR REFERENCE OFFICERS

Seven Reference officers have been assigned to research divisions by IR under
the NIS Support Program. Study of the use of the personnel reveals that only
DRN and DRW have made effective use of this assistance. In other divisions the
Reference Officer has been diverted to filss maintenance and document routing:
DRA - 90%; DRF - 60%; DRS - 70%; DFI - 90%; BI - 68%. This program thus appears
wasteful at present. Its conversion to ths "Research Aids" program is urged.
(See page 43.) :

Approved For Release 2001/09/05 : CIA-RDP81S00991R000100260001-4"
CONFIDENTIAL ~ Security Information



COFFIDENTIAL - Security Izformation
Approved For Release 2001/09/05 : CIA-RDP81S00991R000100260001-4

DOCUMENT FLOW CONTROL

THE PROBLEM

The reading and routing of incoming cables, daspatches, reports, eto. is oms of
the extensive procedural tasks of R, involving not only IAD but the research
divisions as well, The following factors challenge attention:

- Documents are routed to the divisions from seven points distributed among
five organizations (IR, PCS, MC, CLB, MIB).

- Uniform routing procedurss ars not employsd within the research divisions

where routing is completed.

Routing is a function performed by 58 individuals (part time) throughout

the research divisions.

87 routing records were found, sbout half overlapping.

Only six branches weed material prior to branch distribution.

- Analysts and some Departmental personnsl wers found concerned that materials
(1ncluding sensitive) do not reach enalyst es quickly as the Bureau desk.

THE SOLUTION IN PRINCIPLE
Present plans of IAD to expesdite procepsing appear well oonosived., In addition,

1. Create one documents distribution center in IAD to process or supervise the
initiel receipt and distribution of all materials (except publications).

A, Sensitive Roam - Reduce mmbsr of pleces hsld by selective distribtution
under close control.

B. Ticker Roam - Bring under jurisdiction of IAD. Eliminate separate
telegrem routing.

C. Integrats other spscialized reading and routing within JAD {sMc, CLB,
MLB) to securs benefits of uniformity and specialization.

2, Organize readers along erea lines in order that routing may be accomplished
directly to the branch level to the fullest possible extent.

- Ten readers would be available in an integrated organization.

- Specialization would contritute to better liaison with dbranches.

- Advance training and distribution guides--devslopment would be necss-
gsary, however.

3. Consider conducting R's review and distribution decision on despatches
prior to reading panel review, in the intsrest of greater speed.

4, Establish in sach bramch of OIR & uniform plan of scresening, recording end
routing documents, with the objective of pin-point routing to the analyst
after proper scresning by Branch Current Intelligence Officer (pege 36).
This program is en integral part of the "Ressarch Alde"” approach (page 42},
It has been reviewad in concept with one major branch where ita application
18 considersd practicabls and advantageous.
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RECORDS MANAGEMENT

THE PROBLEM

R Area now has 1,867 files of all types.

This equipment occupies 15,869 square feet - 176 of total (equals 126 desks).
Iast year 100 cabinets were added in ressarch areas (850 square feet).
Filing practices - guiding, folders, oross indexing, ete., not uniform,
Record retention, weeding, storage programs still in develormental stage.

THE SOLUTION IN PRINCIPLE

l.

3.

4.

5.

Esteblish e vigorous records managememt program under the diroo_tion of
a full-time "Records Managemsnt Officer."

Select this Officer for kmowledge of filing systems, to the end that uniform
practices in detail can be inangurated.

Establish record retentibn schedules and uniform weeding, dsstrmetion and
storage practices. (Storage space cost only 20% of cost of office space. )

Develop and apply a systematic files weeding pregram throughout R to achieve
the benefits already demonsirated in DRA and Chipa Eranch. Also review
possibilities of reducing shelf storage.

Adopt plan of replacing four-drawer cabinsts with five-drawer cabinets to
conserve space occupied (approximately 2,380 square feet possible).

Approved For Release 2001/09/05 : CIA-RDP81S00991R000100260001-4
CONFIDENTIAL - Seqcurity Informatioa

N



CONFIDENTIAL ~ Security Information

Approved For Release 2001/09/05 : CIA-RDP81S00991R000100260001-4

PART TWO |

PROGRAMS OF IMPROVEMENT

E-TO PE‘RFECT THE ORGANIZATION STRUCTURE

Professional organizations of all kinds (matural science, social
science, engineering, legal, etc.) present an umsual problem to the
management planner. The dynamic character of their work militates
against the adoption of a fixed pattern of management and rigid
assigmments of authority and responsibility. Thus top management
in such organizations must choose that pattern at any given time
which achieves the desired emphasis between quality and production
control, and must remain flexible in altering the pattern as the
need for a different emphasis arises. This principle was applied,
we believe, when the R/ES was established. This particular device
has had an important influence on the sound development of the R
Area, Today, however, and for the next phase of development, still
another emphesis on management control appears desirable,
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AN APPROACH TO STRONGER TOP ORGANIZATION

FOUR TYPES OF MANAGEMENT ARE REQUIRED
%cggz - Inoluding relationships at the highest lavels in the Depariment and the

g, Eﬂm&n} - Inoluding long-range progrem dsvelopment, the exeroise of oampre-
nsive quality review, and the periodic assesmuent of tha edequacy and aosuraoy
of intelligence products, partioularly those 6onocerned with interpretation and

sstimating.

3. Qontrol - Including the techniques of developing work plans; the proosdures of
reoording, olearing and approving such plans; the systematioc scheduling end pro-
gresaing of such plans; the translation of plans into resouroce requirements; the
evaluation of consumer resmotion to the full range of services offered and the
initiation of plans to improve use of ssrvicas.

4, gggﬁm - Inoluding those conoerned with (1) procurement, receipt and distribtu-
tion of incoming materials, (2) the reproduction and distribution of written
products, (3) the provision of litrarial and reference services, (4) ths provi-
sion of tudget, perscnnel and housskesping services.

THE “GAPS" IN PRESENT TOP MANAGEMENT STRUCTURE

1. Polioy and Professional Managemsnt are the most strongly implemented, although
= Opportunities appear to exist with ~egard to strengthening guidanos from
Top Polioy levels,
« Progran planning for areas not coversd by B0 and KIS not formally practised,
B, Oontrol Management is the weekest aspect of top management (ses pages 28 and 27):
= Soheduling and follow-up neglected on effort not sovered dy EG and NIS,
The "Work Jacket" procedure has received oznly token samplianos,
= NIS scordination has lacked suthority and effectiveness,
= Requirements planning has ».fered froea the absence of detailed program plan-

ning.
= Bvaluation of oconsumes reaction has zot been systematioally applied,
3, Sarvices Managmuent is ocompletely oovered in to) management tut its %ut is be-
lieved weakened by dispersion among thres segments of organimation (

0LI).
THE SOLUTION IN PRINCIPLE
Three degrees of improvemsnt warrand sonsideration:
- = At & minizum 4t {s urged that a Deputy OIR
o uetion Coordination e8tablirked with a direct channsl %o the bran-

ohes through Assistant Division Ohiefs for Production. To perform four controel
fuznotions noted, Netimates Oroup strengthensd by "Intelligense Conmltaxts” and

Ol.n'ron’b In'oonuouo Oourdiutor.
. - S ontrol JKaments - Still another advantage can
T n y g ;e into more effective Telationship with

nl uPPC
Resqarch Div:l.uou. and woﬂdiu them a olear obaznel to the Researsh muhu
through the Administrative Offiosrs. This is acocmplished by merging R/ES, OLI
ml IDR lmiou.

gmants = If the “Gensral Mansgership®
by % S Asaistant, it would then be possidle
%o ru:l.ion the Dinotor cm ot tho m.:. urden for Sorﬂ.ul a2d Qontrol Manage-
ment, leaving him completely free for Professional Managenment.
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FOUR PATTERNS OF TOP MANAGEMENT ORGANIZATION

THE PRESENT PATTERN ‘ STRENGTHENED CONTROL ELEMENT

Revised Plan One

Specinl Asaistant Spacial Asaistang
Deputy Deputy

o .
E Director Direstor
&8 " Executive Staff Exsoutive Staff
Services end Control § Services and Control
[]
Director OIR ————— —-.L -— Director OLL Director OIR M e -—-l— aojp]  Dirsstor OLL
Staffs
[ - 1
1 Intollizenoe ¢ Estimates Group ” Eatimates Deputy .- Produotion
| advisors P9 NIS Coordinator #  Group | Coordipation. 4
boeome - 1 *
Ecternal Ressarch - Irtalligenos Consultants Progren Plaening Coordinator
§ Produotlni\ Contrel ourrent Intelligence 1 Requirsments Planning Coordinator
'a E Spec. Asst., Sociological Affairs Coordinator I N1 Coordinator n
K dpsc. Asst,, Central Asla Comm. 2 i E | Consumer Relations Coordinator 5
H Geographer 3 A ] |
K Z 2
- H 8
3 i '
£+ & |
: &
8 | | ____
| — |
’ ’ OIR OLI
Diviston Chista D,,mﬁ’;‘m,,. Division Ohlefs l Division Chiets | J”
" 1
[ans1stast Ohief
Produgtion A

Research Branches l |ﬁeaaurch Branches l

- .
,/ Indicetes Principal Revisions Proposed Commar®, Ling  sssssscessesems Line of Communicabtion m w we mm we=
l
STRENGTHENED SERVICE AND CONTROL ELEMENTS MAXIMUM PARTICIPATION OF ALL ELEMENTS
Revised Plan Two ' Revised Plan Three
Speoial Assistant Specinl Assistent
Dsputy Deputy Special Assistent
5. Daputy Spscial Assistant
= to apend approximately
& half of his time each dey
in office in SA-1.
Dirsctor of g
Intolligencs Ressarch a
&
Cg 7 r e ard rawy z.7
72&&1’::1&{55’/ I Birector of /] Director of Y'Director - Froduction”]
Group ntelligence Services”} Intelligsnce Research f Coordination 4
////// ////’//// Y £ //'////
Seme aa. Plan One [
Same asg Same ag
Plan Tvo § : Plan Twa
e o o e av o ar g A ! B i
l Deputy [,Deputy - Production | ‘ g Eatimates
VIntelligence Services « 'i [, Coordipation s @ g 1
Lk L Ll 4 VIV gl H Grour, 20
IIb(A;can = g § Seme as Plan One E | E Yeme es Flan Two g.
Livrary X E | : al &y
Fublications [ |
2 2l 1 t
il it {
gl sl '
I ! t
: (Inolnding BI) t e cmmqg (Inoluding BI) pomed
1 H H
4 re 777 7 e e LeEdEd
,Admtniutrativa /1 Asalstant cmer, inistrative A4 ,Aseiatnnt Chief A
Offiger 1 Production 1, Producti
Ve s & 7 o L e P i DV Yo
r Regearch Branohes . I Researoh ; Brauoches J
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ACTIONS REQUIRED TO CONYERT TO REVISED PLAN THREE

1. STRENGTHEN THE TEAMWORK ON INTELLIGENCE RESEARCH PLANNING AT THE TOP POLICY LEVELS IN
THE DEPARTMENT AND AMONG THE IAC AGENCIES
Broadsn participation at Top Folioy Levels {C, G, S/P, Assistant Seoretaries)
through invitation to collaborate with R in periodic review of the intelligsnce re-
search program, its content and effectiveness. Invits similar participeation by
approyriate executives inm IAC Agencies to exchange plans and prograa ideas,

2, ESTABLISH UNDER THE SPECIAL ASSISTANT TWO PRINCIPAL LINE OFFICERS AND TWO STAFF OFFICERS

A. In the line ccemand - (1) The Deputy Special Assistant to provide contiming
daily leadership to all phases of R Area operations other than SPS; (2) A Direc-
tor of Intelligenocs Research to have camplete command authority as at present
over research, inoluding the formmlation of all programs of research; full re-
aponsidbility for quality, content and aceuracy; and final authority over the se-
leotion and use of yrofessional personnsl.

B. In staff relationships - (1) A Direotar of Produetion Coordination to develop
techniques of preparing work plans; rrocedures far clearing, approving, schedul-
ing and reporting progress on work plams; procedures for the forward planning of
raw materisls requirements; plans for the use of R's personnel and fiscal re-
sources; and to conduot surveys of the users and uses of Rls products; (2) A Direc-
tor of Intelligence Services to provide common services to the researsh divisions,
and to others as required, in the procuremsnt and distritution of materials; the
furnishing of librarial and referemce ssrvices; and the rendering of personnsl
and executive services including funds procurament and budget adminisiration.

3. STRENGTHEN THE ESTIMATES GROUP AS THE TOP PROGRAM AND QUALITY CONTROL ARM OF THE
DIRECTOR OF INTELLIGENCE RESEARCH

A. Appoint all menders of this Group as Intelligence Consultants to Assistant Seocre-
tary and Top Polisy Levels. Include the CPI in this Group.

B. Transfer Curreat Intelligence Coordinator to this Group with stronger responsibi-
1ity for leadership of the program.

C. Add a full-time staff member to conduot studies of the adequacy and accuracy of
estimates, from a "hind-sight™ point of view.

4. ASSIGN FOUR STAFF FUNCTIONS TO THE DIRECTOR OF PRODUCTION COORDINATION

A. Frogram Planaing Coardinator - To devise techniques of work planning and progress
reporting and develop plans for the proper use of R's personnel and fiscal resour-
ces,

B. NIS Coordinator - To perform the same functions for the NIS Program.

C. Requirements Planning Coordinator - To devise procedures for forward planning and
assist in their implementation, including exploitation of external rssearch.

D. Consumer Relations Coordinator - To conduot contimiing study of relationmships,
Plan tmproved programs, and develop standards relating the "merchandising” of R's
products and services.

5. DELEGATE ALL SUPPORTING SERVICE RESPONSIBILITIES TO THE SECOND STAFF OFFICIAL
The scquisition and distribution of raw materials; liaison functions; proourement and
distritution of publications; librarial and reference services; reproduction end dis-
trimtion of products; budget administration; personnsl ssrvices including training
arrangements; work simplification; other administrative ssrvices.

6. IN ADDITION TO PROFESSIONAL ADVISERS, ESTABLISH TWO STAFF ASSISTANTS TO EACH DIVISION CHIEF
A. An Assistant Chief for Production, whoss staff would include the editors, and who
would administer planning, scheduling, progress reporting and resource planning

for the division.
B. An Administrative Officer to be responsible for ths full range of intelligense
servises required.

1. PLACE FUNCTIONAL COORDINATORS IN THE DIVISION OF FUNCTIONAL INTELLIGENCE
Including CPI Staff, TCA, EDAC, Central Asia Comuittes, Sociclogical Affairs, Geo-
grapher.
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DETAILED PORTRAYAL—REVISED PLAN THREE

To Show Principal Meanagement Flements

Departmentel Program Review . SPFECIAL ASSISTANT - INTELLIGENCE
Interdepartmentel Oouncils DEFUTY SPECTAL ASSISTANT
Note: Deputy Speaial Asaistant
to spend approximately half of
ench day in an office located in
SA-1 in order to fill mors-com-
pletely the role of over-all man-
ager of internmal operations.
DIRBCTOR - DIRECTOR DIRECTOR
INTELLIGENCE SERVICES INTELLIGENCE RESEARCH FRODUCTION COORDINATION
1. Acquisition and Dietribution 1. Progrem Plauning Coordinator
2, Publications Frocurement (Plans needs for amd use of Tasources)
3. Library . 2. NIS Coordinator
4., Executive Services : 3, Requirements Planning Coordinmtor
a. Budget . 4. Comsumer Relations Coordinator
b, Personnel Administration . (Deputy~Vice Chairman) a, Consumer Reaction Studies
¢, Training Coordimator b. User Eduoation
4. Reproduction (IDR} ¢. Distribution Policies
6. Work Simplificetion & Classification Control Officer
. Administrative Services o, Bitorial (style, format) Standards

ESTIMATES GROUP

Intellige~a Consultanis

Current It -1ligence Coordinator
Intellige. = iveluation
Seoretary

RESEARCH DIVISION CHIEFS

ADVISERS

(Including Biographioc)

DIVISION ADMINISTRATIVE OFFICERS

ASSISTANT DIVISION GHIEFS
FOR PRODUCTION

Personnel

Document Flow
Reference Services
Housekesping

Work FPlemning, Expediting
7itorial Review

Consumer Ralations

Proper Use of Resources

RESEARCH ERANCHES

ommvsemmee Commnand Line

. ewn-eun e em Line of Communication

(Funotional Coordinators
to ba lodged in DFI, The.
CPI to be Intelligence
Gonsultaent. )
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PART THREE

SUMMARY OF RECOMMENDATIONS

PLAN OF ACTION
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SUMMARY OF FINDINGS AND RECOMMENDATIONS

FINDINGS

An intensive five-months siudy of the Administration of Intelligenoe im the Depart-~
ment of State has been conducted from the following pointa of view:

Through the Eyes of R's Consumers - it has been found that R has made major pro-

gress in securing acceptance for, and establishing the value of its services
throughout the Department. However, no Bureau is completely satisfied with the
present degres or manner of service, and 3 ocut of 4 consumers contacted wers found
to be interested in improvements which will make greater use possible.

Through the Eyes of R's Producers ‘The AmlEta) - it has been found that the com-

petence of the professional staff is outstanding and that morale is high. Better
utilization of the rare analytical skill--the ability to think deeply--has been
found possible by fewer interruptions, more opportunity for professional develop-
ment and more satisfaoctory facilities.

Through the Eyes of R's Administrators - it has been found tbat two-thirds of their

time is devoted to duties other than working with subordinates; that forward plan-
ning of program and raw material requiremsnts, as well as production control are
incomplete; that the organization structure militates against the highest effec-
tiveness of top exscutives,

In order to act upon these findings, a five-fold program, consisting of 33 prineipel
ections, has been proposed:

A. TO IMPROVE CONSUMER RELATIONS

1.

Appoint an "Intelligense Conmsultant" to the Assistant Secretary of eash Bureau
(drewing upon the OIR Division Chisfs and other key sxscutives) to advise with
and sscure the views of top Bureau officials regarding R's major program of Tre-
search and estimates.

Establish the position of "Consumer Relations Coordimator" to conduct contimiing
studies of the users and uses of R's products and services, and to evaluate ads-
quacy of services provided. (Similar periodic audits by a representative of the
A Area should also be considersd.)

Secure mors active, contiming guidance and support from top policy officiels
within the Department, and fram leaders of othsr JAC agencies, in the forward
planning of R's major research and estimates progrem.

Inaugurate a program of individual indoctrination of new Bureau officials, and of
present officifls who are uninformed of R's role anl services.

Expand bidliographic and reference services to ths Department through direct study
of desk officer requirements end ths publication of "tailorsd bibliographies™ of
R's products and principal holdings in each area ani subject matter field.
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SUMMARY OF FINDINGS AND RECOMMENDATIONS

Adopt & policy of dietribution to target users at the earliest possible date,
emphasizing personmalized service and regulating broader distribution on the
basls of "interest and value" or the mscessity for securing attention.

Establish the position of "Classification Control Officer™ to provide contiming
attention to the proper classification of written products, with the objective
of avoiding overclassification which restricts use, particularly for the infor-
mation progrem.

Secure atronger leadership for the Current Intelligence program by transferring
the Coordinator to the Estimates Group Staff, vesting authority in this position
to instruct divisions as to subjects warranting Current Intelligence treatment.

Explore thoroughly the respective roles of State and CIA with respect to Current
Intelligence, with the objective of evolding duplication and perhaps of concentra-
ting State Department's attention on items on which it cep make a unique or truly

 8ignificant contribution.

Insugurate an aggressive program for improving ths readability of R's products
through more attentlon to features of 8tyle and format., This will contribute to
greater use a8 well as conserve the reader's time. In this connection, appoint
a well-qualified editor in each division, and develop training guides for editors
and analysts. :

B. TO IMPROVE THE UTILIZATION OF THE ANALYST

1.

2.

3.

Base the future staffing of research branches on the objective of supporting ana-
lysts at G3-11 and above with part-time research aldes in a ratio of 1:2 or 1:3.
In this connection, undertake the development of an ideal table of organization
for each division through the technigue of steff plenning deseribed.

Concentrate aspecial program asaigmments in esch branch in a small mmber of eanse
lysts to avoid the dispersion of such sfforts among all analysts., This is par-
tioulerly desirable in connection with Current Intelligence and document review,
andtshguld be accomplished in pert through the revised program of dooument flow
control,

Provide imstruction in reading rate Improvement, utilizing equipment which has
been acquired by, end the facilities of » the Foreign Service Institute. :

Inaugurate g thorough-going progream of professional develorment ineluding:

2. Reguler branch meetings to be attended from time to time by Bureau officials.

'b. Personal inspirational guidence to senior analysts, to be supplied through

Plenned ¢onsultations with top R executives.

¢. A plan of performance evaluation Bpecifically designed to measure the elements
which contribute to performance by research analysts.
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SUMMARY OF FINDINGS AND RECOMMENDATIONS

4. A long-range training program bassd upon definite polie:l.oa with respoof to
Bureau assigmments, field trips and sxecutive develoment.

Bstablish the position of "Training Coordinator” to develop plans for the above
Program of profeasional development and to assist in its administratiop.

Provide privacy and quieter quarters, at least for report writing purposes,
by the installation of packaged office units and the furnishing of dictating
equipment to those who will use it.

C. TO STRENGTHEN CONTROLS

1. Inaugurate a semi-annual "Work Planning Procedure™ for all OIR branches, fully

5.

supported by schedules of projscts planned and in process, and including a com-
DPlete system of clearances with all interested o¥ficials in R, elsewhere in ths
Depertment and among customer agencies as appropriate,

Appoint a "Program Planning Coordinator™ at ths Office level to devslop tech-
niques for this Work Plenning anl take initiative in securing sffectuation.

Utilize this Work Plan as the basis for current project scheduling and status re-
view, and institute a revised system of performance reports to management.

Use this Work Plan as a principal basis for the forward planning of requiramsnts,
including the fuller exploitation of external ressarsch. In this connsction cre-
ate the position of "Requiremenis Plamming Coordipator" at the Office level to
unita/tha several efforts now concernad with requirements planning in IAD, ERS
and R/ES,

Create a "Production Coordination Staff" at the Office level , under a subatan-
tively qualifisd officer supported by the Program Planning Coordinator, NIS Coor~
dinator, Requirements Flamning Coordimator, and Consumer Relations Coordinmator,

At the division level, designate an Assistant Chief {(Production) to implement ths
following controls: {1) work plamning, (2) project schsduling, (3) requirements
Planning, (4) NIS coordimation, (5) consumsr relations plamming, (6), editorial
review and {7) the proper uss of resourcas.

D. TO SIMPLIFY PRINCIPAL WORK OPERATIONS

1.

2.

Install, at least on & pilot dasis, the microfilm technique of processing docu-
ments for the biographie records. Potential savings of 13 positions indicated.

Creats an integrated documsnts distribution center in IAD, to process or super-
vise the receipt and distribution of all ipcoming materials except books and

gorials. In this connesction reduce the mmber of documents retained in the Sensi-
tive Room.
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Eétablish a single Publications Division to eliminste the duplication which now
occurs between IAD and IR, and to provide better control over procurement and
distribution. Savings of 7-8 positions indicated.

Expedite circulation service by the installation of teletype commmunication with
the stacks, and by more flexible use of the jeep service.

Strengthen records management by the institution of a vigorous records retention
brogram, improved filing practices and the use of 5-drawer filing equipment.,
Potential space savings 4,000 square feset.

E. TO PERFECT THE ORGANIZATION STRUCTURE

1.

2.

Secure a better balance of emphasis among the "policy," "professional," "eontrol"
and "services" aspects of top management through the following steps:

Strengthen the teamwork on intelligence research planning at the top policy levels
in the Department, and emong the TAC agencies, )

Establish under the Special Assistant two principal line officers and two prin-
cipal staff officers: (1) The line Deputy Special Assistant to provide daily
leadership over the internal operations of the R Area; (2) A line Director of
Intelligence Research to exercise full professional management; (3) A staff Dir-
ector of Production Coordination to develop techniques of work planning and con-
trol and assist in their implementation; (4) A staff Dirsctor of Intelligence
Services to provide cammon services to the research divisions, and to other users
in the Department and the Intelligence Commmunity as requirsd.

Strengthen the Estimates Group as the top progrem anml quality control arm of the
Director of Intelligence Resesrch.

Assign four staff functions to the Director of Production Coordination; Program
Planning Coordimator, NIS Coordimstor, Requirements Planning Coordimstor, Con-
sumer Relations Coordinator.

Delegate all supporting service responsibilities to the Director of Intelligence
Services: IAD, IR, Publications Procurement and Distribution, Reproduction and
Distribution, and Executive-type services (budget, personnel, training, work
simplification and administrative services).

In addition to professional advisers, establish two staff assistants to each divi~
sion chief: (1) An Assistant Chief for Production described above; and (2) An
Administrative Officer to be responsible for the full range of intelligence ser-
vices required at the branch level.

Place functional coordimators in the Division of Functional Intelligence, includ-
ing the CPI Staff, TCA coordination, EDAC coordinmation, Central Asia Committee,
Sociological Affairs Adviser, and the Geographer.

Revise techniques of communications (meetings, manuals and reports) to foous
attention on the evaluation of performance and the initiation of steps to secure
corrective action.
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PLAN OF ACTION

The recommandations outlined in the foregoing comstitute a master blus print,
many of whose details must bde evoived on a test basis over an sxtenied period of
time. While Volume II of this report describes at greater length the individual
steps now anticipated, contimied planning dy management will be essential to the
attaiment of the basio objectiwes proposed. To this end a Four-FPhase plan of
installation, requiring 18 to 24 months for full implementation, is proposed:

PHASE 1—PLANNING FOR INSTALLATION (THREE MONTHS)

1.

2.

3,

In the weeks immediately following receipt of ths report, it is oonsidered essen-
tial that top management bscame thoroughly aoquainted with the philosophy and
objectives of the proposals and reach agreement on the principles to be supported,
rather thap on details of implemsntation. To this eml, it is suggested that:

The Special Assistant, Deputy Special Assistant, Office Directors and Direotor
Executive Staff study and discuss the report and sgree upon the principles to
'h;eh support can be given, prior to broader distribdution.

The conclusions of this group should then be submitted conourrently to:

8. The Depnty Under Secretary - Administration with a resquest that apmropriate
Departmsntal officials be asked to review tie report as a whole and the pre-
liminary conclusions of top R exeoutives.

b. The Dirsctor of Cenmtral Intelligence for comment on those matters of interest
" and econcern to the Intelligence Commmunity, particularly ocurrent intelligence
relationships and responsibilities.

8. The Division Chiefs of OTR and OLI for preliminary review and comment.

Upon receipt of views from these sources an "Installation Plamning Committes"”
should be eppointed, comsisting of representatives from the R Area and one or
more designees of the Deputy Under Secretary - Administration {representing
tudget, personnsl end management interests), to formulate plans for installing a
revised organization. The conclusion of Fhase 1 should occur with the announce-
mant of the revised arganization plan end the designation of an incumbent for
esach new position.

PHASE 2--ORGANIZING FOR INSTALLATION (THREE MONTHS)

1.
2.
3.

At the outset of Phase 2, the ITastallation Planning Comnittee should request the
officials of the revised organization to prepare in detail a plan and scheduls of
installation setting out:

Recommendations to be implemsnted or tested during Fhase 3.
Additiona)l actions not covered in the report to be taken during Phass 3.

Recomuendations and additional ections to be implemented in Fhase 4.
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4, Recommendations to be deferred pending further study.

Each executive should develop and sublmit the above program to the Installation
Planning Coomittee within 60 days and counsel with the Committee on individual
jtems end their relative priority of importance. After individual plans have
been developed and reviewed with.the Committee, each should be submitted to the
Special Assistant and the Deputy Under Secretary - Administration for approval.
By the end of Phase 2 the Installation Planning Committee should be disbanded
and future supervision of installation provided by the Deputy Special Assistant,
However, periodic progress reports should be submitted to the Special Assistant
. and by him to the Deputy Under Secretary — Administration.

PHASE 3—INITIAL INSTALLATION AND TESTING (SIX MONTHS)

During this interval the most import;aht actions in connection with each program
of improvement should proceed: :

1. With respect to improving consumer relatiomns, action should be taken to appoint
Intelligence Consultants, establish the Consumer Relations Coordinator, intro-
duce revislons in report style and format, activate the classification control
procedure, and revise the Current Intelligence Program.

2., With respect to improving the utilization of analysts, the professional develop~-
ment program should be Iinmugurated giving first attention to branch meetings;
one branch should be fully studied and the research eide program installed; a
pilot installstion of packaged office units and dictating equipment should be
completed.

3. With respect to improving planning and control - each branch should complete itas
first semi-snnual Work Plan and begin the application of this plan to project
scheduling and requirements planning. '

4., With respect to methods improvement - ecirculetion service should be improved as
outlined; the organizational aspects of document control and publieations pro-
curement should be completed; and the Records Management Officer should be &p-
pointed; and an experimental installation of microfilming made in BI.

PHASE 4—FINAL INSTALLATION (TWELVE MONTHS)
Based upon the results secured during Phase 3, detailed implementation should pro-
ceod with respect to all phases. Shortly after the beginning of Phase 4 an audit

of installation progress and survey results should be mede, drawing upon ocutside
counsel., A pariod of two weeks should be sufficient to =ccomplish this audit.
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